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PREFACE

This study is part of a six - part.analysis of the Re-

"7
alf

O

esponse to. EducatiOnalNdeds Project, -an.-innovative program

/

,to helppcpr children irithe Washington, D.C. Public Schools.

It looks primarily at'the program innovation--its,creation,

development, and _implementation, its problems and its suc-

cesse's!

Aldo, is an exploratory, case of organizational

change, applying the various theories of inrvation-to the

details.ot the program. As such, the study, is useful to -
/

theorists oforgani*tional behavior, as well as those who

are on.the'firing line,

-This ittidY'would not have been possible without the

help of leaders in the publiq schools,2Dr. Jim Guines, Ms.

Joan Brown, and formereUperintendent, Ms. Barbara Sizeinore.

Participants in the experiment were open to our probes. Mr.

Eugene Kinlow, head of the Anacostia board, talked to us
e

after a board meeting; Ys. Pearl Montigde and Qther RENP
-

staff were helpful: And very importantly, Mr. Dan Jackson,

Project' Director, spent numerou hours over the phone and .in
. -

perton,:talking with us_ and lowing us. to see thd reports
.

and:memoranda.

I We owe a particular thanks to the staff 'at-the Nation' -
=

al Institute of Education and Gibboney Associates who were

re4ectively the funping agency an. contrattorl Mss. Lois- '

ellin Datta and rig:t Howard Lesnick of NIE took partitular

at,
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interest in the research,'encouraging_us to think through

the issues*and.eo disseminate. the 'results. Mr. George.

Sealy,-program officer at N1E, had a clear and useful view

St
of the progress of the innovation. Fits assistance-was in- v

valuable. We must thank Mr. Michael Langsdorf and Dr.'Rich-

ard Gibboney for involving us in the research on RENP;
.

their counsel has been helpful in clarifying the research. '

-questions and ii writingreporA. -1 would also like to ex=

press my adMiration ands thanks to Professor' Robert Nakamura.

of Dartmouth College, who invited me to do this part of the
-

finaestudy and who provided insights into the detaila'aQd

theories considered. 'These people were most helpful, though

the opinions anc7.;.approaches are my own.

To my wife .Nancy, my, children, Phoebe, Jessica, and

Shoshi, I express appreciation for their emotional help as

well.'

'74

ruge S. Cooper
.

Carpenter. Street
Norwich, Vermont 05055

November. 1977
I
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Task 5

BEYOND IMPLEMENTATION:

Analysis ofChange in the,
It. . ,

I
.

District ofColunibia Public Schools -

Bruce S. Cooper -, Ph.D.
Dartmouth College

Department of Edua&tion .

I. INTRODUCTION

This study analyzes a ten-year effort to improve a
r---

group of schloolge in the District.of'Columbia. It focuses on

the activies of "change agents,' their strategies and th't

impact of their actions on school and commnity participants.

Of greatest importance to the analysis are the end results:

the nature of permanent institutional re-arrangements that

-follow from the adoption and implementation of'new organiza-

tional
*
purposes, roles, routines, and structures. As is

. .

mentioned in the Task 5 Requirements fo;r0,roposal (RFP),

this study treats a number of particular points, including:

1. What was the effect of various efforts of "change
/

agents"-.inside the federal government and the public schools

to create new programs for poor students in Washington, D.C.?'

2. How did the enfranchisement 'of poor community members
.

'on-the Anacostia. Community
IP
School Board (latkr, t;he Regiop I

1

. 8
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-. 0board).alter the "balance ok forces" in-Ithe system ?r What
...

2

0
,

power- did they and do these elected community people have.'

in iftfluenciny policy in Anacostia?

i3. What has been and s thq working relationship among

the major actor groups (public school hierar-chy, Region board,

Region SuperinteNent, and Project tirector) under the Ana-'
---; . 0 --

costia decentralization experiment?
,

k i4. What is the impact.of a "moderirce. rulovati:on like the .

Anacostia sChoors project, as opposed to more rad alb attempts .

Z
,

such as "educational voucher s". or whole-system al rations?

01 course, not 'all outcomes Of the effortito create

and maintain the Response to Educatilapeeds Project (RENP)

were intended, that is planned and executed Some results

both good and bad, evolved and were unanticipated by'cleci-

sion-makgrs while others were desired but ecause of

the lack of funds, will or both. And stili;otkier componepts

of ,RENP were tried.for 'a while and were not incorporated into

the long-term operations of the school system:

This cas study clarifies what happened--that is, what

is different about the public schools in the Anacostia com-

munity of the pistritt df,Columbia since RENP"began and what .

',the future may hold. Though the analysis starts at the be-

ginning, ;.967,'and proceeds through the. labor pains of birtn

and development to 1977, it emphasizes the current situation!

with RENP. But since organizationaL change is. an organic

process, we analyze the entire career of the innovation: its

9



3

planning, implementation, and institutionalization as yell.

Thus; the Response to Educational Nei*ds.Project is

a.useful.caSe study, of cha.;we in schoOls fory6'followirig

audiences:

1.. White house an4 CongreSsional planners apd decision-.
.

makers' who, might wigh in the future to at;teMpt eftcational

change;

2..D4trict of Columbia Public School leaders who must

decide!not only the of RENP in the future but also the'

dissemination possibilities for otiber city schAls;

3. Participantsin the project from the community and

--Ntchool system as well; and

4. Social scientists interested in theories of organiza-
.

tion change and resistance.

Why is the case, interesting? It is complex; long-

lasting, and somewhat typical of an idealistic 1960's-style
. . .

innitation which survived intwtbe more hard-nosed late
...

1970Av. Its complexity comes from its mission, its.structure,

and most certainly from the divere.igents who cr4ate and

.molded it, for RENP.. (formerly. the Anacastia Cogmunity School,
. .

. -

Project, Washington, D.C.) was not the brainchild of any

single group of educational p lanners.: Rather,- it was created
4

and shaped by an array of people working in a'number of set-
.,

.

ings,,,including the White House, COngress, federal bureau-
S

cradIes, the District of Columbia Public Schools (DCP,), the

black communities, the uniNier'sities. It was not born whb/e:

10
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Rather it took shape as various leaders made*choicest sought

4 : . .

. ..
. .

.support, and made compromises .0 ..

4
.

It.grew from a vague idea 6fhelping the ailing public
.

.

schC01 system in the naltion's' capital to sPecific programs,,
.

with diverse goals, develo g irregularly throu gh phases
'..

Aver a ten-year period, n operational' formby 1976, RNP
,

. .
, . --.., w .. .

consisted of inservice centers located in 14 public sChOOlse
,.

. 1 . .4., .

) -
- .

(i2 elementary, 1 junior and 1 high schoo), staf e by 2t ''
,. .

%
....." 'i .' .

1

pill-time 'reading andthafhematics
:
.specialists whose task it

. ,

An/.

was to provide on-site job development for eiethenfary and
..w ., - ..; ^

secondary teachers in their builAngs:. --ReadIng.Centers'Ane ..'
- - 1

''

-' c2.t.:

mathematics laboratories were established and maerialS de-4rA .. *.
A ."*$ 0. , .b.

veloped, based on the Diagnostic/Prescriptive7lndiyitua1ived, ..
..-. , :' .

.-4'..
. ; I , 4 4Approac4 to reading and math teaching.:Pr'sagram V4ci4i,taterA:;. .,4 r '10

.,- .. - ,.,
full-time, tenured specialists, headed these: centers; aides, .- :

, . .4,

hired from ,the Anacostia community worked with biasses to .

.. ..
-,

allow teactiers to attend-workshops in the 'labs and Centers;
;

4

A

and community organizaers, also Anacostial.ayPeople, helped

rincrease the communication between the schoOls and the

-

neighborhoods-. ?hese activities were,overseen'by the RENP
400-

director and componeht-heads for math and reading who 'were

housed in'a RENP office inAnacostia, an isolated corner of

the nation's capital, located in fhe Sout East,- ecross the

Anacostia River. .1

Besides the in-school,programi RENP was designed to

foster community involvement; the AnacoStia Community School

Board was created, and given strong advisory authority over
. . 4
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. 74, - . - - ..;' ".
. t :*

...'.. ' T. j_Tdenclent Sizertiore atciminigtfaIldtrib' 'hAicit's-dtiool's werh 'di-.`. :. ,
. .. ... ,

t. ...A . 7 :. # , r 1 . -t; ' . r. r.,

vided, into itiminis'ttatiyA:,."-regons" "(mildh iike Chicago. where': ,, -

4, '- .' ; ,'-/ Mrs. gizemaie-hicitgorked,-forinier.ly) , Region I, AracOstia, _was ..t-
, . .

1'

. r.pladed under :tiae-COMMurkity.advisqry 'authority':of the eki;t-
.

.,e .. -.. .....ing Anacost,ia hoard:of e).ected :cdmmunity4'pe ., A Reglonal-
, - . , z

Superintendent, in this .c.ise. for Region ifi worked in''rm*-.111 . - ..
. -
the s relationship with ,hisYhet board Is. the city - wide.

/ . -
supirinterkientad thi o`f CciittrOia Voard rif

4_Education., - ei
. . - i .. ..

,_ . . , . - IA!, #, .-.
The, above.:description'ISIthaet of the-"Respons+9 to. Edfita- -,

,T ..,.- .. 4 . i ,
$ :. t n ..-

-- bet:j.or,lia3, 'Needs Projec:ty as ,bf 197677/A- .,.it-has had. an )..nter-:.
.... ..- , ,( . -, *

'1 1 . ' ...... . s .. '
# . ..,estings hiStrory, as Uran -ihn'co..ra:-il'Ons.. go, .It...alio has. .I a' . , .

0 . ' !, 1 .11

. ; a. . 4,r) interesting -ttiture iitotji.' 'the t fe)lerafund'ing4i:"s, -tieing' with-,
...-,: -4. , i-k . ! Tr-. # #

. s I .' % :',3
...

'Srdwrr. t.and 44 preigrain.'(an c, its various must sink.

11 4. - ot- swlid based on ,interna,internal' 4'oe'p*.a n6e ,and funddif. What...will
,...,, ... ,

i&zna-in of REND. :thdh' the cnitside dallars, running as high' as.
.-. . . .

a million per 'year, dihtinish? Iihy.stady this case?, What
- ., - ! '. . 0

can we contribute to the growing body of literature and re-

.

search

to tRe
.

future

b

on organizational. change? What4 advice might %le g.ive
a , .

school leaders in the District .p.f Columbia for tile .

?of the project, 4nd 'what can this casa"e. study contri-t
. s

tO the 'art land rthe emerging science) of ehange 'agentry,
. $ _

as outside agencies like the 'federal and state government%' . ,,, , 0 ..
and internal leadership likeActidol boards and'superintend,.

4

.. ents, not to mention citiZen groups, ,seek to alter American
schools?

12 4
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-Why study RENP? For several reasons. First, unlike
N.

=*.many attempts at educational innovation,
1.

it survived
.

thrqugh the phases of :the ilanning process and was put,into

2 *

That Is, RENP (then the Anatostia Community ,

School Project) was developed, adqpted, implemented, and now

showb signs of being in part assimila into the operation -,,

hat procedures-of the school Sysiem. -Thus, between ".14 tgZ8

when President Lyndon B. Johnso,announced the

3/"major. model school experiment in the District" and.August

s a

*3.977 when the school system saw the withdrawal of most-

federal suppqrt for the in-school.program, suffiCient agt'

, -

vities'had occurred to warrant an in-depth examination o

not only the processes of implementation, already studied

at length by other researchers,
4
but aikso attempts-at the

Iinstitutionalization of change,,the permanent and secure in-

tegrAtion of innovations into the on-going operations of the

.organization. Since many federal, state, and foundation-

supported programs face'the*eventualit of "going it alone,"

without the help of these outside agenciesthis problem of

Chaging a program from temporary, experimental, or pilot
, .

status.to "regular" status takes on something of %universal

quality.
.

Second! RENP is located in ,Washington, D.C., close

to the source bf fedetal funding and grant supervisidn.. As

such, it enjoys the interesting condition'of operating di-

*
redly under the Congress. The relationship in some ways is-

prototypical of the federal -local interaction without the
ti

,13
t
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. . - .. .- . 1 . .
.

.1 --
med44on orstate governmentand regional offices of%D6-

partment of Health,Ebcation'ind Welfare which often adminis-

er federal grant. It allows, .then, a.spe4a1 relationship

develop,between leaders in the, community and-the public

schools and key. Senators and Housemembers on vital commit-

tees, particularly App-ropriations and.D.C..Affairs.1 Fur-

7

thermore, the adMinistering agency, at first the U.S. Office,-
of Education, and later the National Institute of Education,

0

is more accessible'yto local officials' than would typically
0 .

be the case in the federal-local relationships While few if

,any other American school systems have such close "proximity

to the entire fedra1 policy 'and appropriations machinery,

this case is'hel fn.- and informative because it puts all

the segMents of educational chbge in one place for study:

the legislature, /executive, receiving school system, public
0 .

in contact, and participants in the innovation as well.5

'Third RENPas by most standards a moderate educa-

tional .nnovation, one.that was .adopted with little battling

over mission. Few criALcs.argued agaEnst the rovemenapf

inservice training for't,a-chrs of reading and math atics

nor the need to improve sChoolStin Anacbstia. *Blther

confusion and problems surfoun&more "administrative" matters:
f.

operationalizing goals, leirels of funding, foci of control,

*
the lOgiStics of getting started, and difficulty of dea

with the varied ,groups (CongreSs", school system, communi

unions, and community board) - -not the trauma of radical

change. Thus,: RENP and its predecessor, ACSP, fit nicely

14



into theinotion of(incrementai planned change, the approach,'

'rilost favored by establishmerit figures in-government and
4

.

educatilon.-6 One cannot attribute the problems of making

changes in the RENB situation, then, to the radicalness of

the ideas n or their threats to the continuation of the

system. But rather; the resistance and problems are of a

more mundane nature, or, in Pressman and Wildaysky!s words,

are of "a prosaic and everyday character. "7 Decfsion-Makers

in Washington, D.C. schools and federal agencies may°find.

the case a usefgl and generalizable one, then, or little

that is truly.extra-ordinary occurred. '4

Finally, this chapter adds to a growing body of liter-

att4e- and theory on planned change in organizations,,an oVug

of great importance but df little clarity, -Since in-such re-
.

search to,a great extent each organizational setting and in-
t*

novation is uniospe;, each time, frame,is.dffferent; and each'

research method and approach is peculiar to,the innovation

under exaffiination; we 'are unable to find an adequate and
4

widely acceptable theory of Organizationalchange. anstead,

this chapter takes a case, RBNP, and' analyzes it in 6rms

of current knowledge and takes the theory a etep4further.

The research method is c&se,study, an approach t4t

has gained some respectability among_social scientistsf

late.
8

It involves (1) an intensive look at a single (or" .

:,

comparable) phenomena, (2)"taken'at-a single point in time

or over time,(3) by follwing-the progivm longitudinally

or by researching back through time. In the case of our
4

15
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RENP investilation, started interN4ewing, obsi-Iiing, a d

reading documents-in 2177,"a decade ltfter tire p/ject was

- f4rst discussed ItftProfess9t-A4 Harry PAssow in his deport
.

to ,the- IY.C.!Boad of Educvtion and4rookings institution

*

( 9

14 held Meetings on theltituation in D.C. schools.9

theappendiX.

The list of ilterviewees for this s 1dy is found in

y include administrators'ifi the school sys-

tem, currently and in the past; teacher and administrator

union- leaders, ges
f *

members of the Regiti,o

d present; RENP ditectors and staff;

community board; National Institute

andof Education personnel; and representatives of independent

agencies like thp.c. izens United for Better Public Edu-

10
cation. Types of documnts.scrutinized include (specific

.

documents are -footnoted in the text later 'in the chapter) re-

ports on RENP by school system fficial, NIE, and Outside

consultarits;-newspaper accoUn s on RENP and the schOol system
,.

.of relevance; and in- and intra-orgalizational memoranda
. * ' ..

'A'ofewhictr there was much. Since bureaucracies.generate materi-
-..

. .

als routinely and increase their efforts where conflict and

negotiationd ate invelvedApethaps to state their position

concretely and to .project their agencies), we, were the bene-

.4
ficiaties of the results of-these modus.dperandi.

We observed the work of several Program Facilitators

and Aides in.an elementary school and Ballou-Righ-Scholl,
,

tthe hieetixig'of the
,
Region d (`Anacostia) Community School

.*

Board, and,pan Jabkgon .(RENP director): '14 the RENP office.

These observations were not sfttemati. instead they gave a
%.

.1.
1 J

16 -:
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:/: .

notions or"duttial ad4ptatiOd,15 a construct posited by i
. , j .

Aa .

McLaughlin to 'explain the interaction b4tweed innovation and
4 .

organization:: between RENR and the publiC schools, in this

-case.

Ou'r notion is that these accommodative actions take
. .

Fgace, riot o at the point of implementation, but all

1 .

.

along (during the plannidg, implementing, and incorporating
.

,..

stagesas well) ; but that "mutual adaptatiqn n aIOne is not

suffickent to explain the decision=mikers in action. We
Rr I

` introdp46e, 'in .addi.tion, the idea of "investment and bin-

centive," much in the velb of politifcal economic analysis:

Actor groups weigh the level of "sunk oos5cs"--running from
.

.

during the planningL:adopt,i.on.phase (where little

dartaff`ttime and dollars arejnvolved) through implementation16
11%

( where outside funds cover,muill'of the costs but syttem in7

vestment increases) to institutionalization (where invest-.

tent s high butkso is dependence and constituency presture

to mi tain the services andrthe hired staff)-.
e

The incentive to innovate, to implement, and to keep

changes in'staff, procedurv, program, Tacilities, and so on

is compared to the resistance to change inherent in any on-

going system: organizations will not change since to.

do so is an admission "w individual members that they have
. 4 -

failed; that.they might be replao4d by people more skilled
'

#

than they, and that if they remain, they must try new routines.

whih must be lea-.fed and Mastered. Ti was outside agencieg

G

17
5
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feeling for the setting, the actors, and the 'issues, an *all...

vantage a researcherwthild not have were he/she to do such
. 44

a study-after the programpad:closed-.

A word or two more abodt the case method: it has
'

. .. .

.
.

several uses that are relevant to an analysis
).-

of implementa.-
. . . .

,. .

tion and institutionalization of RENP. First, case Ilaly- ,
_

sis has been found helpful in "grounded theory generation,"'

a method by which theory building begins, Glaser-and Stradss

explin, with the evolution of "abstract categories and

their properties,." s an exploratory phase of theornical

inquiry. Next, they contend, as data analysis begins, "eachc

incident is combared with pther Incidents, or with proper-

ties of ,a category; in terms of as many similarities and'
12 %

differences as possible . ." Glaer and Strauss continue:
s

The constant comparison of incidents in- this manner
tends to result in the creation of a "developmental"
theory. It especially facilitates the g oeration of
theories of-process, sequence, and chanO pertaining
,to organizations, positi6ns, and soCial.interaction.1'

0

This kind of gxercise-7grounded theory generation--

described by Michel Crozier as "an indispensable
A
phase of

scientific development. At this stage," he continues:

The mbst important thing is to elaborate, the prob-
lem . . by developing sy;.tems of propositions
still close to the concrete, but going beyond the
affirmation of banal interdependencies, and.appear-
ing solid anql,significant enough to be tested in a
later phase.

salt

In particular, we analyie' development of REM in

light of current,theories of change, expanding the basic

18 .
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like the U.S. Office of Education and the National4Institute_

of-EducatiOn which enticed 'change with, funds, promises of

( better results, or in the case of RENP/ACSP, the enfranchise-
. -

ment of new, constituencies which pressured for change.

It is theprocess of enticement aid investment leading
.

to mutual adaptation that forms the theoretical center of the

,analysis of RENP in this chapter. It c*4Fibutes to an
.

Understanding of the dynamics of change, based on the" Parti-,

cular case.. Once these "- .ate.gories" and "pToperties,""to

usq,Glaser and Strauss's berms; are applied, the opportunity

.

exists for theories of change, grOunded'in the\RENP case, to

be propounded.

A second use for case method is a preliminary one:
. .. .

"case studies Can suggest predictor - Criterion relationships
4 ,

that can lat.er be verified through statistics."17 Ann K.'
7

Paganella, Mier discusSipn of the Rand studies, offers

-this as a major reason for attemptingrcase studies. .Furthgk-

more, practitioners' can learn the details of a case situation .

that statistical surveying Obscures; and researcher's can

understand both "typical" and' "deviant" situations that also

would be "washed out" by most statistical ana,lysis. 18

Finally, a number of decisions about the future of

RENP remain to -fie decided; data on RENP gua,RENP Might be.

-useful to d9cision-makers in the publiC.scho&ls, Anacostia
4

community and other communities ini4athington, E.C.,'who
.0

, -

might be tr'yi'ng to innovate, as- well as the federal govern-1

.

went which has invested so-41eavily in the project.
_.

19
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tor

V.

is \
. , s . -.

t Tis cilapter:has three sections to follow: -First, an
,

. ....
c'',.

.

%exploral,i.ow,qtmthq re/ated theory and research on the imple-
-,ir

. 41P
.s %1 ' ..

*. 'meritation of chapge in organization is reviewed and augmented
.- "1

6

tto apiplYAFOthi case.' Second; thethree-phases Of ASP /RENP
, - ... 1....

, 4
Idevelopmnt'ar&'an'alyzed, using the grounded theory from the

, 4.rst.scti.r. Primary emphasis is on the' final

ph4denstitutionalization of Change/ however. This phase
;

ha, s been least explored in other studies, dealt with the [Di-
4

portent question of permanency of change, and 'Completes the
e

change cycle, from inception tosincorporation. l'I'he last

section makes concrete suggestions to poilicy-makers ip the
.

District of Columbia and elsewhere. Wha' have we learned

about changes in in ervice education, community involvement,

and.the administration innovationnnovation that,otheri may use?
4

What,are-the potentialities and pitfalls. o6 externally initi-
/`

abed change?
, .

II. THEORY AND,THE CASE

. .

Though the study of the implementation of change in
/-

.--'

/ organizations, has become a major concern for researchers,

there is a conspicu us absence of acceptable paradigms for

analyzing'the phenomenon. 19
Certain attributes are useful

as- starting points, however, and can be applied to this'

study of RENP. They include the notion that change is an/

interactive process, between innovation and organisation `.

getting, and that change occurs in stages. We discuss these

20
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cha racteristics in turand use them to-structure this chap-

ter.

Change as Forms of Social Interaction

Ire v.-

Change is a prOcIrs, a dynamic set-of organizational

actions; it is also the somewhat unpredictable resultof.

interaction between the new program-and;the organizational

setting In which the change occurs. That is, organiiational

.change is not, as Ronald 1-avelock and others posit,
20

a

rationalistic construct .to, be carried out in a controlled

situation. -Nor is it an automatic procedure like the diffu-

sion of a new strain of corn or new kinds of medicine; as

Everett Roger's "diffusion of innovation" model portrays. 21

Instead, change involves the two-way impact of purposes be-
,.

* o
. \

tween the host system ind the intended innovation. Milbrey
, .

Wallin McLaughlin, in her review offive.books in the Rand

Change Study series, puts ithis way:
- ,

Contrary to the assumptions underlying many,
change strategies apd federal, change policies,'
we found that implementation dld not involve
merely the direct and straightforwayd,applica-
tion of an educational technology orplan. Im-
plementation was a dynaMic organizational,pro--
cess that was shaped over time by interactions
between project goals and Methods and the insti-
tution setting. As such, it was .neither auto-

. mat nor certain.22

More specifically, tin some cases both innovation and organi-

zational setting change; "Mutually adapt" to one another, a

sitcAtion which is not necessarily a compromise of _quality .

or,intent on the pert of either party. Rather, McLaughlin

21
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,stems to indicate that in some situations both the project

and the setting are imp red by their accommodation to the'

goals of the other. Whether this is the case or not, the

study of change as interactive is a useful heurIstic.

As shown in Table 1, however, "mutual adapation"

. (cell A) is but one elf four possible kinds of interaction.

If the institutional setting remains unchangdtr, then

McLaughlin terms this form of interaction "cooptatioe--as

the-system merely bend. s the innovation to its use without

changing the local staff behaviors or the institutional

setting, as shown in ce4). B. If -,-on the other hand, the

organization accepts the innovation.ag is-, without making

"alterations, then "technical learning" has occurred. This

category seems most Unclear in'her construct, perhaps be-

cause she cannot seem to accept the possibility that organil,

zation can and do change in response, to incentives withoutat

1

altering the innovation. That is,, the term "implementation"

is missing from the tyi)blogy.

TABLE 1
r

Nature of Organization- Innovation Intptabtion
in the Change Process: A Model /- -

Project Chnge?

OrganiAtiona1
'Les

r

No

- /Yes

A. Mutual
Adaptation

Change? f

B Coopi.ation
-

No

C

ti

Teghnolwical
Learning. Dmplemen-
ta.tion?/

D Nonimplementation
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Finally, ce ll D'shows

." f
1 16

implementation," a situation where
-

.tbe prograi fails to fi into the setting and the Organiza-

tion remains as,ii.23,

4

For our purposes in analyzing the Response to Educa-.

tional Needs Projec't.between 1967 and 1977, the idea of

o "mutual adaptatl.on" appears most appropriate. And rat is

'even more interesting about our case is the presenCe of three-

way accommodation amonethe participants in the innovation

(RENP directors, board members, aides, PrIpgram Fa6Ilitators),

. the organizational Setting (leader's of the'District of Colum-

bia schools), and the funding organization (staff members of

the U.S. Offi,c; of Education and the National-Institute of
- !

Education),. At times, in the adaptation process, the inter-

actions showed two.,ggents combining to deal with the third.
/

0

he result over time was that the behaviors of all ree.
I.

were modified in relationship to the others, as this chapter-
-

wiilshow. For example, REN11,in part responded to%mandates

from NIE to implement certain components of tikke program,

the school,system of the DistriCt of Columbia accommodated

part of the RENP program and its staff (while rejecting

a.

.

others) into regular district functions, and NIE departed'

from its regular mission of supportin research to monitor

and respond to the pressures and nees-ofe Anacostia com-

munity-based program, RENP. In McLaughlin's wprds, then,

programs are.of ten successfully carried out where '"project

_goals and methods weA modified to_suit the needs and inter-:

ests of loc al staff and iii which that staff changed to meet

23
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the requirements of the project. " 24 In the round robin of

RENP-NIE-DCPS interac ons --there was much evidence of

mutual adaptation goi ry ori.

.1
it

A Ste Be and hlin

while this concept may be.useful in a very general

sen e in analyzing the interactions of new prograffis and their .

#.
set tings, :it has a number of serious limitations: First, the

. .

"either-or" character of the typology makes mrsurement and

analysis difficult. How does one know when "changes" occur?

How major do these alterations.have tql be tp be called

"adaptations?" What if the innovation changes greatly and

the setting only a little? Is the "mutual" 4T only slightly

"mutual ?." And is not the very presenCe of a new- program in

the repertoire of the ho'st system to be consided a change

in it? Second, systems and innovations are constantly in a

state of flux anyway, as key leaders come and go and gevral

actor knowledge; maturation, and sophistication increase._

Can one attribute such independent Changes, both in the in-
.

novation and the organization staff, to the interactive

effect of the two social units or might such changes have
0

happened without the presence of the other party?' Sirioe"

McLaughlin's data were gathered from classrooms behavior

primarily, the locus of activities i4,11ore predictable and

narrow than the RENP situation.

Finally, even if tie realize that there Is some' re-
. v.

lationship between program and system, that they ate

24
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r

iti4uencing one anotherih some way,(e-gl, allowing the'.othe); s

.
. s

to imprOve.), the problem 'still remains"'of,descrig the
- .. ----. -

evolution and quality of -interaction: Furthermo %.f ,
.

.

re,
-_- ,

....

should not discount the resistance that many systems exhibittk

to -changing their routines, for individuals within them-find

their present activity to meet' their individual needs. Also

they are busy cirrying out their re ar duties and' may find,

],earning and doing new procedures to be costly ih hurrian

energy and distracting from the perfdrmance of all tasks.

Why then do systems attempt to innovate ?' How can out-,

side agencies stimulate change? A Rolitical econo6k- model as

-propounded by scholars like Anthony Downs andAMancur Olson,
-

would say that it his Perfeetly rational for actors to con-
,

tinue doing what they currently do, for these efforts are re-

,

bponses to their environment as is When oytside federal

decision-makers ask these staff members-tcOghange, without

also altering the working environment, the incentive system,

the 'in- system person wond be "irrationaLr if not foOlish,

to abandon established-actions which are pressing to try

something new--and less pressing ---on faith.25 Also, since

outsiders cannot guarantee.that the new way-is really better,

the .tecl ology of educational practice,and evaluation being
0

what it 1st the change agents lace the recalcitrance of people

in the organization.
26

\

' With the three orga
)
izations (REND, DCPS and 141E) ac-

:-.) - f
tually playing a role in the case, the resistance at first *,

fi

.-resided in the school system, vis -a -vis the federl agency; .

25
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. ..
. , - .

.

later, when ACSP.and RE wereere functioning, these' innovation

exhibited resistance ttoo Suggestions from NIE, since their
,.-.

,

members had a stake in what they were doing.
.

___, .
, 4.(171

We can say, then, that a rational actor will react to

fc.4

'his/her environment and that these decision-makers will-make
t ,4

an assessment of the collective investmeht_in the innovation:
Is

. . ..,:`-3-,

By investmentetis meant the level of funds tame, prestige,
) f

staff, space, matekialg', etc. committed oruced to date On "Tr,-

the innovation. The assumption is if ieors in a system

sO have expended scarce resources on a p gram,'thenhthe incen-

tive exists to maintain or expand the program. Likewise,
-

external agencies place funds and credibility on the line.

when they invest in'a new program. Certainly, NIE was vulner-

able and was expected by Congress and other watchdog groups

to support RENP. An incentive, then, is amotivating fac

tor -- financials psychological, political--to pursue a course
0-

of action.

Whatever'the reasons for litiating the change, what-..

ever the incentive system looks like; and whatever the nature

of the mutual adaptation, there seems to "be three phases in

the change process.

The Phases of Change

Research also indicates that many planned effo* to

alter otOrdlizatidOW1 behavior go through roughly three.stages:

First, to use the phrase of Bermaniand McLaughlin, it a plan-

ning-adoption phasewherdin a decision is reached to try a

2,

26
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4

o new approach and to define. it initially. Second, the adop-
.

..
.

, ton effortmaylead to implementation, the actual beginning:

of a, new program or_ approach. Finally, the functioning pro-

'may undergO incorporation (Berman and McLaughlin's

term2? w--or e prefer institutionalization= into-theon-going

operation of f-the organization.

We are Primarily concerned 'about the final phase, the

permanent and long-last outcomes of-the decade-long_effort,_

RENP, So why bother to include the first eight turgid years

during which the project struggled to define itself, put

staff in' the field, hold on to a director (there were nine),

t.
and proifide services to teachers and thus to children? For

these reasons? The change process is not, aft all, the

last crowing achievement of the task of improving organiza-
.

tions; it is a somewhat. continuous, interconnected, and long-

.= term effort. One cannot understand the institutionalization

period without some knOwledge of the-intent, problems ..itnf2
P

details of the formative periods. Clues which we might pick

., up at the last phase of the change process must be tested .

or at least understood by retrosp6ctive analysis; the .dlUes

may well'be part of trends, extant-ftom the onset. (Similar-

ly, perhaps, the investigation of the,course of human psychb-

lOgical gtowih depends on data from childhood and adolescence,
a

as
.
well as information on the Adult psyche.)

Is it not too early to evaluate the change process !in

the case of RENP, even though the pt gram components have
. t

only been functioning fully for about a,year--out of its'-
,

4'

S.

ti
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much 1ijii4er life? Life in organizations is not necessarily

lineaf. RENP'made more progress in 1976 than in all othe

years combined: 1eaaership stabilize4, stag were trained,

teachers were taught, and a system of accountability wherein

staff ported to schooi-b4ed ProgramFacilitators who in

turn'reporsted to REM,. directors was in place_ Aid the
,z

gradual-withdrawal of funds in 1977'timulated the public

school system to absorb and (use some program componenti,

staff (sometimes wi _title changes), and to continue re-

cognizing the adhering to the deCisions of the community
, .

school board (Region I bOard):

So while the transition to institutional status for

RENP is recently, in the Fall of 1977, it is

11 2
enough of an event'to warrant and to complete the study of

the "life cycle" of organizational innovation begun `in 19e67.

Lessons for future change agents can be'n6ted; an evolved ,

a
model of organizational change is in evidence; both the

"failures" and the "successes" are present for analysis;

and though there are no clear-cut data ow the impact of RENP

on students (an important output variable), there is evidence

that, the project is in place and the intitution, DCPS, is

.d:differentsystem for having had RENP.

The phases of adoption, implementation, and,institu-

tionalization each have their 'own particular problems, ques-

tions, and dynamics for research and requ14 shifts in con-

ceptualization to understand.

1. Adoption: Social- ystems are stimulated torchange

4

28-
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because of internal unrest (dissidents within the org\i'niza-
-

.

tion), external pressures, or both. A number of problems

accompany the 'initiation'tf change: who should do the plan-

nirgrthe government, the community, the public schools, con-

sultants? W horshOuld be asked to apprqve the outcomes? On

what scale--financial and tempo ral--should new programs be

cast? What purposes should be considered? B4fore a plan

can--be adopted, in effect, basic rules of-the game (who

should play, by whose roles, in whd't arena,.to-vihat ends?)

Must valve: otherwise,-the activities have no shape, direc- 4

o tion,/paramefers: 28 :
-

' An analysis of the planning and adoption of the Ane:-

V

ia p bject (later RENF) is interesting because rules were

established nor were they arrived at easily. We see,

then, the anatomy of early planning as groups government,

school syStem, black community, university consultants par-

ticipate in setting the basic rules of the process. Nothing

is preordained, "given," or easily accepted. We see the

sparks fly andthe'structure of the new innovatibh emerge;

and we are surprised that anything was put ,together, consider -,

ing the number of interest groups, the, diversity of expecte-
*

tiops, and the lack of direction. Herein lies another fasci-
a`

nating quality of early ACSP/RENP. Despite the initial diffi-

culties, it did in fact begin implementation, though with

mire problems in evidence than might have occurred had the

adoption phase gone more smoothly and more consensus been

attained. 4e 'learn that in Spite of the worst laid plans Of

41,

29
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men and mice,'things are accomplished.

:2. Implemental n:, The transition from planning to doing

.requires many 'of the qualities we associate with formal or-
A

.ganization: jobs-must.be specified and filled*; routines es-
..

tablfshed and tried; space occupied and used; materials.cre-
1

ated and utilizedLand a vertical division of responsibility

(people doing.siDecific tasks tegether) evolved and accepted.

pions of efficiency are introduced as staff become account-
.

able to peers and superiors.' Problems during the implementa=

tion phase often involve questions- ef regularity and the

legitimacy of authority. Who plyould lead the program (an

0 insider from DCPS; a new face, full- or part-time) and with

what tesponsibiliti'es? What program components should be

started andlin wh'atOrder? Ana overall, is there sufficient
4

routinizatiok in 'the relationships between the new project

and its ,working environment'to'sustain organizational attain-.

ment?

,
,

.1:fie-answered de no; yet somehow over an eight-year period, be-
,

.Again, in the RENP case,..many of, these qUeries would

-, - . .... , ,

. ,fen 1968 and 1976, .gradual implementaiion s accomplished.

,

-.But each part of the.knnovatiop (community des, community
_

.

organizers, communNty'schdol'board, and inservice training)
-:-. .

- .

.4,
was stabilizea-wih great effort. Again, this case.provides

V .

adta on.how to and not to implgient newsprograms. Continued

_support from Coo:press which made the prograp possible was

maintained, inpait, beCause of political access .and pressure

4 -30
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c
..... and through an interesting alliance between the project:-and

4.. .-.

its hOst, the public We ea4,7, then, in

time lapse piCtures,4§halow emergence of RENP as a ftinc-
.

- tioning innovation; taking many years to be implemen ed.taking

3. Institutionalization: What happens when thelexternal

funding diminishes? What lasting effects of the p ram may

remain in the work?gs of the _public schools and what have

change agents learned fProar the ten-year process? Lasting

change'in organizations occurs when one or more of the fol.-

lowing characteristics is altered ia a more or less permanent

way: First, the mission of the organization changes because.

of the presence of the innovation;_ this meshing of program

val;ei and systems values is only a preliminary but import-

aht step. In the. case of RENP, merging of missions was evi-

dent
- _

in two areas, the involvement of community leaders in

school .operations (through the Anacostia Community School

BoardLlater'theiRegion I boafdl; and the incorporation of

RENP approaches tb inset-vice education into the office of the

Deputy Supetintendent for Instructional Services.

Second, institutionalization is evident when
.

new lobs

are created. and maintained, for lasting_ehahge in organiza--

'tions is not possible unless at least some members are ex-

pected to perfOrm differently. These roles may be new or

may be .recasting' of existing ones. In either case, some

actors must have new responsibilities as evidence of,ingtitu-
.

tiohalized- change. During RENP, four new roles weee created:
=- 1 -
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Program Facilitators (the mas %er teachers who taught reading

or math to other teachers),.Community Aides, Community Or-

-gaiizers, and community boardImembers. The first type were

profesSionals, certified and tenured;' -the community staff

were riot and found the transfer from federal funding to DCPS

e. support more difficult. though most all were absorbed into

non-RENP posts. And the community members of the board con-

tinued as permanent parts of the governance of the District

schools, Region I. z'

Third, institutionalization occurs when routines-

cliange in a permahrit way; this aspect corresponds, of

course, to the Preseribe of new roles- -new roles defined by

new functions. Does the system now 'do" something different-

ly in an on-going way than it did before? It appears that-
. ,

,,

inservice education and school governancein'Region I are
C

now permanently different than they were prior to thd coming

of RENP, both evidende of chahge in the school system.

Fourth, institutionalization occurs when the organi-

zational structure is altered in an on-going way. It is the

change in structure that sustains the staff angl the program.

By ,structure we mean the location of the program in th

organizational chart, its relationshipdith the hierarchy,

its status in the budget, and its place in/the communications

system. Whereas RENP was outside the day-to-day workings of

DCPS, its offices isolated From downtown - .operations, and its

staff somewhat cut off from the flow of information among

top decision-makers (board of education, superintendents,

32
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2.6
;

and theirdeputies).during the implementationhasC one' sign

of final institutionalization was the meshing of organization-
a.- /-

al and program structures. RENP was afiked%to the Off466 of

the Deputy Superintendent, was supported by in-kind funds in

.the regular budget, and at each legel of :; system,, staff

were accountable to administrative heads. jarganization in-

tegration had occurred.

It is true, however, that RENP was pot, absorbed whole

and as was. Adaptations, in staff, function, and purposg was

evident, as the McLaughlin model predictedi But the invest-

' ment in RENP after ten years was great enough to sustain

into, its final phase. A professional constituency includiig

Director. Dan Jackson, teachers, and other staffeperged;.

also and equally important, a lay pressure group developed:i

led by the Region I board and supported by a rather diffuse

constituency from the community. Eventually-, it was a com-

binationof pressuie, the needs of'DCPS to fulfill the needs

of children of Anacostia to improved education, and thej4it'

between RENP and DCPS mission that paved the way for systems,

incorporation of the project.

PHASE 1

Planning the Anacostia Experiment

Underlying all efforts tq promote planned Change is

the belief, perhaps, the ideology, that there is a direct

relationship betweenthe_style of planning and the outcome

33
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'of the effort.. That is, approach determines outcome. 'REMP.

is, a good case to `test this notion, for a number of approach-

e's were tried and the butcomas were somewhat different from

whit might hAre beertexpected.

Two approaches will be characterized, applied, and

generalized from.. First, the Rational Planning
-
Approach (which

will be called Type A) invOlveS a High reliagee on "efficient

decision-making, gbal-setting, anci.option-building"29 to be

done by edupationai experts. Problems are often reduced to

technical levels and solved through design and careful imple7

mentation. If only the policy-makerS would take a Type A

= tack, the argument goes, the changes i-n organizations.could .

'be completed successfully." It is the public and the politics

of policy enactment that prevent efficient planning and exe-
ti

cution, so the Type A line of reasoning goes..

Second, the Participative-Advocacy Approach (Type B)

rests on the notion that organizations should be changed by

the clients of the organization. In facts it is the teChno.i.

crats,-experts'i'and outside consultants, having h stake in

the status quo, who onll perpetuate the eisiing pioblems.

Planning must,be controlled--or at least highlys.$nfliienc

by. the recipients of social.services,-in order to guarant.7

that goals are-congruent with the needs of the group,
30

Social problems, according to Type B thinking, -caonot be re-

duced to matters of technique; thei, stem from 'dboPer socio-
.

. political difficulties that only the enfranchisement of the

.patrons of ,these social services can-correct. Advocacy,

q4
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,

community involvement, democratic processes, and redistribu-

tion of power lie at'the.heart of Type'S approaches to

clanging organizations.

So while Type A stresses control, rationality, and pro-
_

fessionalism Type B emphaizes participation, broad -based

decisionmaking, and- the sanctity of those being planned .

for. Type A, planners impose ¶ralbes on the system;. Type B

solicits indigenous opihion and supports community involve-
.

ment and control of the outcomes. e farmer places primacy

on "the pla "; the latter, on the process." type A seeks

effielen and orderly change while Type B is more conceyned,

about e aging the patron community even if this approach is,

less ooth. And Type A has.great faith in top-down contrlor

(the rule of the experts); Type B believes in a kind of raw

dem cracy: so though it may .take longer and be somewhat

1 pier, client groups learn best and benefit most if they

ar given significant control over ih'e planiaing and imp14-

ting of (change.

Interestingly, in the case of RENP, both approaches

y re attempted arid abandoned for reasons to be detailed

ter._...a. third moael emerge0, though perhaps not self-
/-

c nsciouSly one we shall 1 Type C, which is characterized

y.y.neither high rationality nor lay input`; rather the goal

becomes 'the survival anA the maintenance of the project and

the behavior becomes at of coalition building between pro-
.

fessionals nd community people, politidal actions directed

at funding sources (Congress and DHEW), and a strong-survival

35-
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reflex. Each group - -the community leadership and the formal

organizational hierarchy--gives up sole claim to control

- the project, compromising sole auVlority in order to save

the program from the loss oi fund and existence. Here
4 c

practicality takes precedence' over claims to professional ex-,

pertise and rationality. on the ohe hand (Type A) and over

the belief thatelly'the "people" can determine what they

,need 'on -the other (Type B). The Type C approach in the pis-

trict of Columbia was greatly aided by the presence of Con-

gr9ss, the press, and-the U.S. Office of EducStion, ready

targets for the political efforts of the local coalition. 31

Successfully, then, over an-eight-year period, Type C

behavior was able to maintain federal funding support, de-.

spite the rather slow start which Characterized the project.

But by 1976, and the formatixe 'evaluation required as part

ofirIE's ev luatio.n of the project, it was clear that RENP

was ivileed a functioning program: inservice education was

Underway in 14 schons;' aides and tommunity organizers f,o.m

Anacostia were doing their respective' tasks; and the coatuni-
---'

ty school,boardwas making signifiant decisions in areas.

ranging from Region 1 superintendency hirings to building

maintenance and saf!. RENP had bought time, and the long-

range effects were the incorporaaen of change-into the On-
..

going,functions of DCPS.6 Time madi, the diffetepce and Type
7

C behavior had helped secure that tine.

In this section, we detail the following developments

in RCP's early history:

36.
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1.. At the onset, both Type A and Type B planning approadhes

were attempted and abandoned. We focus on the forces Vat un7

dermined these efforts.
. .

2 A Type C approach resulted, giving tite-I-Of-the various

program components to develop.

.3. Over time, commitment was solidified; the project adjus-

ted to being in the school system; and conversely the system

came to depend on RENP. It was t14-mutuality of outlook and

interest that prepared RENP for institutionalizatioh-in 1977,

a topic to besdiscussed in a later section.

The Experts Gear Up

The Project.ias conCeiv d by a diverse groupoof experts

starting in 1967; school dis rict and lay input was to be un-

important.
.

As originally onceived, the program wound be de-

veloped, introduced itito'the public schools, and monitored

by teams of outsideis o were deemed by the planners as "9-

4
perts" in urban educatfi.on. f

In June 1967, e school board of the Distil of Colum=

bia received from a " cribbler," Professor A. Mar Passow,
,

-_- :- -
is University, a consultan s report,Teacher College -Colu

that assessed pro s in the public schools of, the Distiiict

a meetingand recommended m- or reforms.
32 A month later,, at

held in the Bros ings Institution, White House staffer's. (in-

cluding Stephan Pollak, Presidential advisor for DiStrict

Affairs and ?glas Cater, advisor for HEW) were ,joined by

officials f the U.S. 4ureau of the B dge.t,-and two D.C;

, 37
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schOoi board members. The decision was made to seek admini-
,.

.stsration-support fOl financing the Passow recommendations,

--at a cost Of $25 million. ,The District's school vibula be

designated an "educational laboratory," (interesting-choide

of terms), underlining the technical approach to problem.

solving. President Lyndon B. Johnson took no action pn th:e'

recommendation, perhaps being too busy with the re-orgarliza-

tion of the D.C. government to allow a publicly-elected

school board to be constituted. 33

The scene shifted tb the U.S. Office of Education at

President Johnson's request where Dr. Harold Howe II chaired

a task force that recommended the creation Ofa "'eel edu-

catiorfal system" in Washington at a cost ,of $10 million. The

suggestions from the BropkingS meeting were seemed' too expen
,.

c
.

sive and too cOntroversial-JAgain,,as earlier, these task

force members conceived of their role as professional out

side planners; local participation was to be smallOdevelop-

ment of the new plan would be done by a "special council"

over a five-year,period.
34

This group would be selected from

among outstanding deans of education, college president, and

ft.

school. 41dministrators. Another groilp of external -- though

-1

more practical -- experts, "ter; large city superintendents, were
, . .

i

to act as.a "national advisory coundil." Once the District
. % .

4

, .

of Columbia school board approved .the U.S. Office plan, its

control would be slight.

In the fall of 1967, President JOhnson presented a

message on theDistriCt; included was a request for $10

,
38'
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.

millton for the "major model school 'experiment," following
. .._ f

some of the Passow report recommendations, In Particular,

Johnson stated nine goals, several programs, and one "new

concept" for the new
6
program. GoaTh included reviving- in-

terest of citizens in schools, retraining teacher's, bringing

students the best-in teaching methods and materials, revis-

ing the curriculum, equipping graduates to find jobs, seek-

ing alliances between schools and employers, giving students

a chance to learn at their own pace, and serving a section

of the city where the needs were greatest. The proposed

programs, for example, include pre - school and early childhood

efforts, work opportunities for high school students, coun-

seling and health services, regular retraining for teachers,

and cooperative efforts between schools and other agencies in

the. District. A new concept was described, a "community

school" wherein families are involved in year-round education

and recreation 'at the schools in-tIleire--fieighborhoods. Communi-

ty service agencies, the Distrcit's school system, and the

U.S. Commissioner of Education are to develop the "farge-

scale school experiment."
35

On March 13, 1968, Commissioner Howe urged District
0

school officials to propo6e piograms' to meet the President's,

recommellgati-o-ii:. He explained that these proposals canbe

written with-help from consultants, that he wll take an "ad-
,

visory'role only and that 'the "j cal' education authsoriries

will take the leadership role. " Why the t180- degree turn on

C
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-the task of the outside experts is not totally .clear; D.C.

School superintendent Manning turned to the Community' Council,

(a group representing 7..local organizations) created to

merit the PassowReport, to select a demonstration site in
c

'the District for federal funding.36

So much fof outside experts and the control of the

professional planners: from here on out, th1 decision pro-

cess and the implementation of change will be alternately

controlled and ultimately shared by a variety of agents in

federal, local, school, and C&nmunity settings. Much can be

said as to why Howe passed the decision-making to Manning .

and why Manning turned to a community council -- comprised of

representatives from various
,

D.C. groups: In part it was the

times The late sixties was characterized by intense black

awareness reaching a crescendo with the assassination of,the

Rev. Martin Luther King, Jr., the popularity of the'Autobio-

graphy of Malcolm X,
37

and the conflugations in urban cen-

ters. It is unlikely that a RENP=like project would have

been implemented without some community support. This aware -

nesS is present in Johnson's message on the District in 1968'

and in Manning's choice of whom to appoint to the planning -

group (on the Passow Report).

Second, it was unclear whether the U.S. Office of -,

Education_or the White House had "a program" in.mind; John-

son's grab-bag of nine goals,_fiveApproaches, and the "new

concept! of tin community school' soundd much like .a

tion of every axrent idea in educational reform rolled into

na,

40
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ofie:'' pre=Schrl through adult educatioh, better teachin
. 0

more marketable skills, community involvement if
A -

.

and self -paced learning. To use the parlanc- of e_yericd,

the,'.15aw-Program would have elements of ,pen educate .

"schoo without walls, "community. schools,' and "care

1-reducati834" 38
Ohen the U.S. Commissioner took up the effort,

4

he did nothing to focus the Johnson statement but rather
'

passed' it. to the District of Columbia. .

i

f -

-Third, perhaps Howe was unwilling to impose a_solutipn,

despite the statements of the early planners that external

planni.ng and monitoring groups Would be in charge. The'de-

cade of "Social engineering" was winding down n the face of

rising doubt about th e legitimacy of federal involvement 'in

local education. (PresidtpJohnson was to announce hi's with-

drawal from politics later- that year in the face of opposition

on the Vietnam war.) And, in terms of building school dis=

trict and local community coihmitment, the delegation of plan-

ning activities to the DCPS makes sense.

As we mentioned earlier, thb problei of motivating

established systems to change 'or at least to start plan-
.

ning--is a crucial' one. How does a change agent build a*

,sense of commitmept to a neon idea, particularly if this new

prograir'is-introduced by outside agencies and is unfamiliar

to the organization? In thecase of RENP, at least four in--

centives.to invest in the innovation were in evidence:1r

First; 1prge sums of money were mentioned, $25 million ini-

tially (recall that D:C.: school beard members were present

re- 4 1

)
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at the Brookings gathering) and then $10 million for the first

year with more likely to follow. The newly elected D:C.

schoolliotrd could hardly overlook such a sum. Since plan-

ning an -Mlnovation requires the, time and effort of very few

staff, the'reparn on investment Ais high. Second, Howe's re-

quest thSt D.C. school leaders fashion the program and the

U.S. Office would react gives ample opportunity foi local

choice-making. Haying a say in the creation of an innovatiorL

is a strongeQement to become involved. And since-local

leaders have at least some list4°f problems to be addressed,

the opportunity to act

incentive. Third, the

program would-be given

on their pre Ives serves as some

re was every indillion that the new
s

financial support . As we

mentioned earlier, organizational members are en unwilling

to change behaviors because of the immediacy of tftpti`r day-to-
.

itt

day interaction with the existing work environment. Tbe push

from the White House, USOE, and now the superintendent is a

clue to the priority of the program and an incentive to act
rte 4

. Mfavorably. EO'en the most.resistant schoOl member can sense
. A

the urgency of federal actions which take some precedence

over regular routines. Fourth, Howe's shift in planning-
.

activiti from his federal agency to the local School system
,7.-;

is an indicator of later control over the nevi'programs. In
- . .

. ..
,

.

organizational language, the ower to plan is seen as a first
.. .

gtep
t
towekdStjor control over the later workings of the new

program. ProMised local control is a strong enticement to

invest for schOol systems jealous of their local perogatives.
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The Locals Take Over

Type B planning involves the users in the_0.anning of

their program; in the case of early RBNP, these coisumers were
E.

first'the school members and ultimately the pdtent and com-
i

munity participants. Undoubtedly, constituency platining and

adoption is less efficient (lay people likely knowiess about

how to brganize a change, plan a curriculum, work through the

procedures of local and federal bureaucracies; establish their

own priorities and leaders); but the experience of doing an

expeamental program becomes an` important first step in help-

ing Communities take an active interest in controlling their

lives.

CThat is.not to say that D PS abdicated control or re-
,

sponsibility for the new program; not at all. But a consider-

able amount of input was afforded.the locali through the .an-

ning councils, workshops, and vots allowed them, as we shall

explain. -Furthermore, the role oe_the federal agenciesUSOE,
_

Congress, the White Housewas not a passive-one. In parti-
:,.

cular, in Apr ,l 1968, the head of ckSOE's compensatory educe --
,

tion-section, John F. Hughes,, trged in a memorandum to Com-
.

missioner Howe `hat the"U:S. Office should be more active in

he".developing the new plan for the District. (Agencies cannot ,
J

relinquish control so easily.) Hughes, evidently with the

consent of How; rehired Mario Fantini, a consultant experi-
t

enced in community control exp eriments, to write a proposal

"in clear terms" so that the4D.C. school board would tinder-
.

stand and approve, while at the sartre providing a pro-
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. . .

fessional liaison with the planning efforts in the school sys-

tem. Fuither, Hug
.

asked Howe to "continue holding his
. .

,.. ...., .

Superineendent Manning's7 haltduring the coming week \e
s

to be sure that all the proper moves are made. "39

T.

Besides this agency control that Howe and HugWes pure-

, sued, the Congress-throligb lt,,appropriations process later

played an enormous role in4etting the fiscal boundaries

around.the new inno'ation. Tife $25 million first batted

around was slimmed to $10 million and was eventually

$1 millioinThy Congress, as part, we gather, of a gene

austerity' move that many. Johnson = programs faced as thq cost

of the Vietnam war rose in the late sixties.

:Thus, the planning of RENP is not clearly Type B

(under eonstituenc control) dpr as earlier Type A Idone by

experti);.it is ins,iead a ratheir ill-defined over-rapping

approach, which began on March .,13, 1968, when Howe passed
'

the planning process to Manning and continuedOn a take-and-

give basis -- throughout the next nine years:. It was not sim-

ply that thectt.deral and local-agents wee to share the task

of planning and implementing the new program;iit was Xatheri
lk

as we shall analyze the unclear roles-that each would assume.'
-41F

On April 4, the assassination of Rev. Martin Luther

King, Jr., produced larg-scale civil disorder in the pis-.-

trict and provided4a strong impetus to bring Community groups

into the 'planning. Since the Community Council represented

7.5 orgafiieationst in the District, and was already in exist-
,

ence, it -wasbrought together to take the firsestep: .the
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8
selection of a demonstration site. Included also were school --

leaders, the Mayor's Office/ Federal City College. An ad hoc

group of thd Councilkguggested the Douglass Junior High School

area in AnacOstia, igection of the city which had evidently

been neglected and faced overcrowding because of rapid growth

in numbers of school children in the late sixties (due in part

to the removal of poor families from the Capitol Hill area-
.

,40.when urban renewal began there) The D.C. board of education

approved the site, appointed Dr. Normal Nickens, Director of

J Model School Division and Executive-Assistant Superintendent,

as the Project Directop, and hired Dr.- Fantini-as chief con-

sultant. Meetings were held in June with D.C. teachers,lprin-

cipals, and unions as a prologue to a "Community Information

Conference" on June 15, 1968, a direct effort to engage people

from the Anacostia community serviced by Ballou High School,

Douglass Juhior High, and MofIRT---11chols, Birney, and Stan-

ton elementary schools.- Advertised on radio, the press,

through handbills, and announcements in chuiches and communi-
,

ty organizatio brought several hundred people to the Beth-

lehem Baptist ChUrch, rev. Mr. Coates, pastor.]

eft the meeting,'a committee of ten participants was
%

selected as community representatives to form an Ad Ho -Com-

o mundty Planning Council; later the number was increas d to

thirty-five. The Planning Council made plans for a month -long

workshop which was financed by funds (not from Congress, since

the bill for early RENP was yet to_pass, but) from Elementary

and Secondary Education Act, Title III, dollars already awarded

"--ftt15
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to the District sch'Co:ls. Some 280 parents, teacher, stu-
-

dents, and community att ded; eaX was paid alk15 daily

stipend, and the General Learding Corporation "catered"-
t

the workshop (cost: $25,000).

- The'actual planning of the Anacostia project took

Vplace in task forces, comprised of workshop participants who

studied a broad range of educational servictroughly paral-

leling Preside Johnson's 'list of goals: pre-school, you",
1

and adult prog ams, community schools, techniques to improve

pupil-teacher relations, and So forth. Although there was.

some name calling and conflict among groups (the parents

wanted ,principals to make teachers to teach children better,

for example), reports indicated that the sessions were seri-

ous, hardworkirig, and prouctive.
41

By August 1968, the re-

Commendations of the July workshops were'submitted to a com-

mittee representing all workshops, reviewed, and approved by
S

the_Ad Hoc Community Planning Council, As expected, the

proposal listed a large number of problems (in a section

called "What We Have"), twenty-eight solutiond (in "What We

Need") including, at the top of the list, community partici=

pation in areas of governance, curr2d.tlum, and recreati9c.

Other suggestions were made including improved inservice

education for staff. With the help of General Learning Cor-

poration, the workshops produced this document with a price

tag of $15 million. The D.C. school board approved the

Anacostia Community School Project, as it was called, and

forwarded it tothe U.S.rOffice of Education. The date,was
V

46



September 18, 1988, and the formal planning phase was over.

It seemed that community and educational condtituentb, with

help from consultants and when organized into-working groups,

were able to produce a document. It probably cost more to

involve virtually everydle concerned, both in effort and

money. But the voice of the community was clear": it wanted

control.

Maneuverings in the Federal Government

While the U.S. Office was requesting a proposal from

the District schools--and was to receive one costing a husky

$15 million, the Congress had other ideas. During the JIliy 4"

workshops, for example, the Senate ignored-the House vote of

one million dollars for' AnacOstia and recommended no funding

whatever. Pressure was exerted on the Senate from the com-

munity which held rallies, made noise, and sent delegations

to meet with Senators. The White House lobbyists reminded.

the Senators of Johnson's promise; and Senator Robert Byrd,

after making a strong speech in favor of the proposed pro--
a ject, is credited with restoring the funds at a level of $5

million. A House-Senate Conference was held where the differ-
-

ences between the $1 million voted by the House and the Sen-

ate's $5 million was resolved. On Ocher 10, President.

Johnson signed the Appropriations Bill for the District of

Columbia (P.L. 94-73) which included $1 million for the Ana-

costia Community School Project. Some of the initial re-

sentment in- the Senate, evidently occurred b#cause Johnson

47
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.

had attempted to bypass Congress earlier, goifg through the

United Planning Orgailization, a local conduit for federal
. ,

dollars from the Office of.Economic Opportunity to the Dis-

trict; now, however, it appeared that the'CongresSional Ap-

propriations process had control, a fact of much significance

over the next nine years. For ACSP/RENP would have regular-
.

ly to return_to the Congress for funding, the access in part

controlled by the U.S. Office of Education, and later, the

National Institute of Education,'as they prepared budgets

and programs.

The relationship between RENP, Congress, and the NI

is treated in depth in other c4ipters. For our purposes in

this chapter, however, Congressi:onal-local interaction is

important in two ways: First,_ the pattern of behavior, with

Congress reducing and often eliminating funds for Anacostia,

the community lay leadership, in concert with school admini-

strators and teachers, lobbying directly with Congress and

indirectly through the Office of Health, Education and Wel-

fare, is prototypical of actions taken over and over again,

as the project--in varying stages--fought to survive. Second,

we see in these activities the first example (one of many)

of Type C approaches to change. That is,.both the profess-

ionals in planning and implementation in the District and the

community participants set aside differences, formed a coali-

tion, and movedto pressure the funding sources to keep the

Anacostia project alive. Neither Ahe "experts" nor the

'people" exercised sole control; both needed each other,' a form

48
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f mutual adaptability (in slightly different 'flirm) that
.

Laughlin found central in her research on the implementa-
2.1

tion of change in other settings. The underlying values

that explain Type C actions here are neither strictly pro-'

1 fessional nor solely participative. They seem rather to bd

strategic, overtly political, public, and direct, sharing

the wile of the savvy planner withf a style of the community
.

pressure grouP. Rarely have professional educators directly'
_. .

marched on the Federal government, a technique hdrdly recom-

mended in courses on social s rvide
i

planning. And rarely have

larg4 communities of poor and black people organized them-
1

selves so rapidly (the summer workshops with pax were a great

encouragement) and moved so adroitly in favor of their pro-
-

gram.

Summary

During the planning phase of the change process, the

major objectives include (1) delimiting who should do the

pinning, (2) deciding on w should approve the plan, (3)

focusing the plan to add ess problems, (4) locating the re-

sources' to carry out the plan, and, overall (5) setting the

rules of the game for later program implementation. Case

data show that these ends were only partially met during

this phase and would be an impediment.to rapid and thorough

implementation in the next.- Some of the reasons are as

follows:

.49
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1. FeitreQ agency experts and decision-makers were am-

bivalent about the appropriate role for local constituencies.
*c.=

At first,- the White House, univergity and USOE planners want-
.

ed unfettered control; later they brought in the leaders in

the D.C. schools and the communit)k. Yet they still hoped

to retain control, a desire which Is understandable given

their position in the government operation and their know-4-

ledge of how the White House and dbngress functioned in fund-

ing local programs. The fundamental' issues of wtio'should

plan and who should make major policy decisions -- important,

decisions during the planning/adoption phase--had not ben

made. .Over the next nine years, between 1968 and 1977,'RENP

would witness conflict over these questions. It was just

these problem's that led to Type C approaches to change in the
00111.

school system, as RENP-And DCPS attempted to define their

roles in tt implementation and dn'titutionalization o" the

new program.

2. -Broad goals led to vague,programs. Typically,
;

large-scale planning efforts begin with sweeping goal st f_e-

ments, bhh as,a means of attracting attention of pot tially

interested parties and as a way of building large coalitions,;

i.e., leaders often avoid being too precise in their pur-
.

poses for fear-ofi losing allies.
42. President Johnson.121*/

shopping list approach, reflected in the proliferation of

workshop, resolutions, and plans, led to high expectations
4

-and an extremely expensive and complex set of vquedts.
1
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The problem :of notnspecificity a,nd -later-complexity cause

major problems when these "plans' became attempts at 'pro-

grams."

3. Programs were planned before-funds were available.

The carrot and stick (promises of anywhere from $25 to $10

million for program) were extended early as an attention-
,

getting device and as a way to encourage initial investment.

Unfortunately, the agencies doing the enticing (i.e., the

White House and U.S. Office of Education) were-not the ones

allOcating the funds. And.funds were not in hand prior to

the summer workshops and proposal writing. Hence, the con-
.17

stituent planners weke allowed, if not encouraged, by

7/ General Learning Corporation to "blue sky' in, their task

'forces and come up with recommendations which later could

not be met. This pattern of'stimulating expectations and

'costs and then having to, cut back continued into the imple-

mentation period, making it difficult to sustain programs.and

hold on to staff.

4. Funds were allocate for only -a roughly defined

"program" in Anacostia. While reason three above- -that plans

were laid before dollars were available--occurred in this case,

sato°. did Congress give a V. million carte blanche to the

District schools to set up a program in Anacostia. Over the

next eight years, in fact, there was little agreement on ex-

actly what "the 'Project" entailed. This,. condition led to the

difficulty of implementing a program which had only sketchily
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been drawn and around which great conflict would arise.
43

The.planning phase had superficially been completed,

,leaving the next.phase highly.vulfterable to misinterpretation

and confusion. And basicrule setting had been only partially

accomplished, though a basic plan had been'set and funded.

ti

PHASE 2

Implementing the Anacostia Program

Fullan and Pomfret, in their extensive review of re-
.

search on the implementation of educational progr -ms, explain

It that "implementation refers to the actual use.oi an innovation

or what an innovation consists of in practice,"
44

differenti-

ating it from adoption which they 'see as the intent or the ,

decisioR to implement. Pressman and Wildaysky in their book

Trgolementation provide a more comprehensive definition. They

explain that "a verb like 'implement' must have an object

like "policy." Policy in turn reflIrs to both an intent:to

change something and the "actual behavior" that accompanies

the desire. Further, they say, there must be a pre- and

post-implementation perspective.
45

For if the program, or
%

whatever, is already being carried out, then implementation

is unnecessary.

For example, if Anacostia-parent already hadconsider-
_:

able control over their schools, then w at is there to change?

Also, if nothing is happening (in Anacostia, for example),

then what is there to study? a thought in some planner or

52



ti

47
ti

.

Anacostia resident' mind? Thus, to summarize Pressman and

Wildaysky's thesis, implementation is a set of purposeful

behaviors ttiat indicate a c4anged organizational routine over

a specified period of time. It is purposeful in the sense that

someone attempted to do it,- though the outcome may be only in

part anticipated. Implementation has a behavioral component;

one can see it or at least evidence of its being present--

(proxies will do, as wheri residents of Southern California

conserve water without being aware they are doing so), It is

orgafiizational in nature, though not always. And it occurs

over a time span, for as P-resSman and Wildaysky explain, im-'

plementation involves a pre- and post-perspective, from before
. -

a change
.

to afterwapas-:' r

-NI&

In the case or the Anacostia community project, imple-
. ..!-

mentation involved changes in school governance, as-,the com-

munity voted for a local school board which was granted con-
_

siderable power over the miring of the administrators (within,
. .

REND itself and in Region I generally)?'in ervice

as full -time teach'er trainers' instructed classroom:teachers

in new techniques, whether these new approaches to teaching

of reading,and mathemattds were effective or not; and in

paraprofessional activities as Anacostia laypeople were hired

as full-time classroom aides and community- school liaisons.

Of course, these three.components' Were not implemented

easily or quickly; this section details the hlstory of imple-

mentatiorkbetween 1968-when the funds were allocated and 1977

when all three pArts were in iArace. We characterize the pro-

cess of accomplishing these goals afd the problems encountered

5.3
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therewith. Why did it take so long? Eight yea ;s is a long

time in the history of an organization. *HoV.-was the-Drogram-..'
t.

..61e to maintain Federal financial support and school system

interest despite the obvious slowness of-itgementation? .

And what were the positive outcomes of the extended implemen-
.

tation time that prepared the way for institutionalization-7

the permanent absorption of parts of the prject into the

regular life of the District's schools in the Anacostia area?

The Charactevistics of RENP Implementation

-1
While the earlier stage, planning /adoption, required

only minimal organizatrOnal structure (workshops, a few meet-1

ings, no permanent roles or commitments) over' a relatively

short period (a few monthS" during the summer and fall of 1968),

implementation called upon the school system to change its

perhapsmission/ functioqs, and roles for perhaps a school year or

more hen the Federal funds diminish, of course, the program

may diimantled: implementation does not necessarily mean

sepotrity). Bend", implementation behaviors are often undis-

tinguishable from other organizational activities: such as

s-taff,,being hired, curricular- Materials being developed,

teachers being retrained, and school policy being made, for

example.

But the implementation phase of the Anacostia innova-

tion was delayed by'numerus:problems. They fall roughly

into three categories, as follows:

54
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1. The Nature of the Innovation: Had the intendd pro-
,

gram been a simple, clear, and easily' recognized effort, it

might have' been carried out with greater dispatch. But since.

it was vague and complex, it was not'quickly implemented.
. , e

--- First, the innovation was actually many innOvAtion, combined
c -: .. , .

unOr,a single rubric. Some 28 recommendations grew from the

task forces of the summer,planning workshops,'each having a
1 ,

t.constituency ving some legitimate basis for imple-
(:i .

.

mentaton. ,The time necessary to winnow the number down by

1976 to four major components (inservice education, class-

room aide communi izers, d the community governing

board) v./as certainly factor in c elaying 'full operations of

the A0 CSP/RENP. Second.; each component required a somewhat

different set of actors, skills4,.ana'approaches. The sheer

number and complexity of the details involved made implemen-

tation greatly complicated.
46

Third, each component was

started up separately, requiring repeated time and energy,
APP

It was as though the leaders had to start over, doinginot one

innovation but many. Trial and error characterized much of
lk

this effort. And fourth; these components each encountered ta

some resistance; the greater the number and location of_

"4-these innovations, the greater the opportunity to upset some

group of actors in the school system, the community, the

union,. and the innovation staff a-s well.

.4.

2. the Ccklexity of the Approval Process: Acceptance

by theschOol.system and'USOE in the' -fall of 1968 did not mean

55.
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clear sailing. Each program component had a long journey

to final approval: by a planning task force, the Ad Hoc

Planning Couhcfl, the DCPS, the Inter-Agency Group in the

U.S.` Office of Education, a mechanism established to gather

Federal. funds for the project and the project staff at USOE.

Each decision -point was a potential source of delay,'as

revisions of proposalg were sometimes requested. Also, the

appropriation of Federal funds presented a problem. Dollars

for the Anacostia projeCt w re short, requiring
-
Federal

bureaucrats to scrambl ound in search of other uncommitted

funds to'bolster the sagging budget of ACSP/RENP. Since Fed-
.

eral funding was done yearly, the repetition of r eview, in-

creases and decreases in amounts, and the Federal expectation

-of.result'sfin a few short Months.only added to the frustra-

tion of starting program components. With each review and

funding cycle, the role of they Federal agencies, particularly

the National Institute of Education after 1971, grew. When

Congress put pressUre,on_NIE to implement and maintain certain

aspects.of RENP, the NIE staff in turn made del liands-for,re-'
r

Stilts on RENP staff--if funds were to be fp?thcomihg. The

negotiations proceSs, going on for abbut five years, was a

slow and tedious one.'

3.4The Fluidity of-the Organizational Environments:

Over an eight-'year period, thelAnacgstia proj4ct As an emer-

ging organization underwent numerous changes in'leaderhip

and structure. This situation undoubtedly, prevented the kind
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of constancy of purpose and 'direction from developing. For

example, only two project directors, William:S. Rice and Dan

Jackson, remained in the post for more thab a year, the

shortest duration being six weeks, in fact. Other roles
4

also-changed,.not only in encumbents but also in function.

Even.the number and location of school sites wasNshifting,

.as the years went by.' The Feder.al- agencies which funded the--

innovation, likewise, were not cons4ant. Thp big change 4
.4

occurred when tbe Anacostia proje was switched, along with

some other "experimental" programs, to the new research agency

in DHEW, the National Institute of Education (NIE) from the

1g

U.S. OffiCe of Education (the detailS of NIE rpose and

t-
function are discussed in another.chapter)k ether old OE

Or new NIE would have handled the project any differently

over time cannot be determined. It is obvious that the new-

ness of NIE, its rather tenuous relationship` with Congress,

and hence its vulnerability to pressure from both :Congress-

men and REND- related petitioners.were factors in how it

dealt with the project, a topic to be discussed below. Of

course, the District of Columbl'a Vubli.d Schools underwent

great chariges between'1968 and 1977; most lieoutside'the

purview of this study. Occasionally in the analysis, motion

will be made of some change in the school system (such 'as the

division of the school district into 'areas, the legitimation

of community involvement, and t:hg turnover of superintendents),
4

where necessary.



Despite these three problems--the complexity of the

'renovations, the complexity of the approval process, and

the fludity of the organizational settings--RENP was imple-
,

nted over time. 'Ideffectthe-quagmire"of early planning.

wastidied up,-programs were designed, approved, funded, and
.1V

put into action. RENP as an organization did stabilize, as

t #id its relations with the District school system and the

NatiObal Institute. That is to say, the three abovementioned

difficulties were not insurmountable; though had not the fund-

ing remained for eight rather lean .years, giving ample chance

for failure and recovery, the project would have collapsed.

It was, in fact, the-pressure for :deadlines and accomplish-
,

ment, a kind of organizational "behavioi- modification," that

in part forced some components to be implemented; others like

the community board had some broad-based support--and such

ample time to grow and develop--that NIE played less of a

role in bolstering that effort. C-

The following sections provide the case materials on

RENP implementation. The information and analysis are div&ed
C.

into rougff time frames including theearly activity and stag-

nation, the middle period when NIE became involved and the

program was essentially re-planned, re-approved, and re-imple-

'mented; and the final period during which the Phase 1 and

Phase 2 ied to full implementation of the components now

associated with RENP. At the conclusion of this'segment, an

analysis of ,the impact of extended implementatiOn will be pre -

sented, as a Rref y to the.discusiion of institutionalization.
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Full Steam Ahead

Action began immediately to implement the new project.

Priorityinterestingly,as given to those 'program compon-
.

entS which most related to community involvement, in particu-

lar, the training and placement of ComhaUnity-Reading Aides,
=

or CRA`sj the Commun Participation potion led over time

to workshops, elections, and the creation of the Anacostia

Community School Boardi and the project hired community or-

ganizers effort, again using laypeople hiredfrom the area.

It is no great mytery as to why these efforts were extended

-7 first. The representatives of the community had been giveh

significant responsibility during the Type B planning phase

(selected, plated on.tagk forces, on decision-making bddies

like the Ad Hoc Community Planning Council, and told that

their views were important). Yobs in the poor, overcrowded,

black community were scarce, especially positions in white

collar jobs like asststing.in classrooms. Thus, the pressure

to convert Federal funds into local jobs had mounted. Further,

the ideology of the period, the\.!ftra of Ocean Hill-Browniville

and other community control egperiments, gave credende to the

community- relateddemands fot implementation of community-related pomponents=

And as could be- predicted, the first roadbloce. 'was the resis-
,

tande of regular classroom teachers in eceiving elementary

schools to the unannounc \Rrrival of (Incettified community *

peqple, as we shall see.

n October 1968, a million dollars was appropriated
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for the *nacostia project. Since funding was lower than was

requested, the project proposalyas sent to all members of

the Inter-Agency Group with covering letters from the U.S.

Office requesting that other,HEW agencies offer support and

funding. In November,'the Reading Task Force prepared the

Reading Proposal with the help of General Learning Corora-

tion. It was presented to the Ad Hoc-y.anning Commilitee in

DecembeT and wqs immeidately approved; by January, 1969,

the proposal was submitted to the U.S. Office, reviewed, and

approved with the following three contingencies: a Reading

Project Ddrectcbe appointed; the substantive. reading ap-

proaches be strengthened; and an evaluation component be

added. The. Reading Task Fgrce agreed and recruitment (377 Com-

munity Readdng Specialists (CPA) bpgan: on January 15, 97

community lay-persons were selected for the first cycle of

training. Funds to support the-effort totalled $726,000,

of which $40,000 was to.admiriister the overall project. In

4 ' February, a final group oLr90 CRA's completed a fifteen-day
3

'training period and were sworn in under Federal civil service

regulations on February 20.
47 Edward J. Edward, Jr., Prin.-.

cipal of Turner Elementary Schools, served as Acting Direc-

tor of the leading Programl, pending the selection of a per-

manent director.

a
All seemed well, as these newly trained staff pre-

_

pared to enter-the schools and the Anacostia project moved

.into its office facilities. On February. 24, when the first



group of Community Reading Assistants reported for work, local

clalvirdom teachers were confused and raised questigns about

what the function of these paraprofessional was to be. (These

functions had not been spelled out in the proposals and,UgOB.)

Whoi-gburd-gulYervite these assistants? -What would they do?

Why weren't the school teachers notified? A meeting was held

on February 27 at the insistence of. teachers; 'a group of

teachers who apparently felt left out indicated theii-discon-
.:.

tentment 12y walking .out of the meeting. Otheri remained,

ing their grievances against the way the program.wgs being

handled. Still others, it seems, supported the goals of the,

project and praised it. The Ad Hoc'Community Planning Coin

cil, when i,.b.eard of the problems in, the schools, planned

meetings in each school to iron out difficulties; the Council

was helped in this effort by William Rice, Director of Special

Programs for the District schools, who met privately with

persons involved to help soothe the introduction of CRA's,

and by William Simons, President, Washington Teachers' Union,

who also helped by reassuring teachers. -

Several months later,.. on May 26, teachers again demon-

strated their discontentment with the community people in the

school by walking out of a 'PTA meeting; the incident was
..

. . r
triggered by a requegt by ReV. James Coates, chairperson of I

--
----".--

_ .

the Community Planning Coun.cil and President of the D.C. Board

of Educatiori, that only parents be allowed to speak in the

meeting. Two days later, DCPS Superintendent Manning hand-
1

carried 31 warning/reprimand letters and personally-and
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publicly delivered them to the offending teachers at Birney

Elementary School for their alleged misconduct at the PTA

gathering. Teachers reacted by filing complaints with the

Teachers' Union that they were not afforded due procesS be

fore written reprimands were ipsued (such letters became a

permanent part of the teachers' personnel files). The cause

of the walkout, evidently, centered round a.- number of com-

plaints,- including a lack of information about the Anacostia

Projeet, dissatisfaction with the way the Community Reading -

Aides were, introduced into the schools and the absence of

teacher involvement in the decision, and the allegation that

Rev. kir. Coates was in a conflict of interest situation.

as head of the Anacostia community board and pregident of the

city-wide school board. Superintendent Manning, during the

grievance review process, stated that the letters were in

fact a "warning" and would not go into the files of teachers:

Some teacher appealed to the Board of Education and one other

transferred to another region of the city to work.

In the flurry of initial energy to get the Anacostid

program underway, a number of weaknesses appeared. First,

the environment had not been pr pared; host teachers in the

'schools were informed after the community sides had been in-__

troduced into the buildings. Second,--there was no real ad-

ministrative mechanism for supervising the teachers, sinek

the leadership of the total project was only getting started.

This raised questions as to the accountability and direction
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of the program. Third, the purpose of the aides had not yet

become apparent. Were they simply another pair of hands in

the classroom? .0i did they have a'sp;CTI-I job? Late?7-of

course, when the regular-classroom teachers were provided,

with inservice programs, the aides were invaluable in re-

lieving the classroom staff to attend workshops in the Cejller

and Labs. Until the inservice component got underlway some

five years later, however, the Community Reading Aides often

lacked a particular role, though many worked well duxing this

period with the teachers., according to interviews.

,A second component of the Anacostia experiment, also

involving community participation, was the Community School

Board. The effort :had begun in 1968 when Superintendent

Manning turned to coritunity representatives to fashion a

Proposal for submission to then U.S. Office. The community

involvement functioned continued, in various forms, to the

point where elections were decisive in seating laypeople of

the Anacostia CoMmunity School Board (it -tool several elec-
.

tions to obtain sufficient votes to fill,the slots available).

ti

funded, the Ad Boc Community Planning Council (ACPC) repre-

In Nol.;ember, 1968, after the Project was approved'and

sentedsented the interests of the community, however one might'de-

fine those "interests." It approved the Reading Proposa;

phe:Community Education Component, which contained programs

to involve and teach'Members of the Anacostia area abouttheir

schools and other social service; and othef components such

6.3
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as the Early Childhood f)rtgram, adult education programs', and

Street Academy. In Dune 1969, the Project received S'Slrant
.;-

. of $273;933 which included money for the Community Partici-

pation Proposal, providing in part for the election of a

local school board by December 1, 1969. At Howard Unavar.\-f

sity, in preparation for elections, a conference was held

on "community schools." Prior to the elections; the Westing-
.

hollte Learning Corporation (a competitor of General Learning

Corporation), was hired to run the school board election;

thirty "campaign consultants" from Howard University and 100

high school students registered local residents for the vote

and help supervise

1
the elections. But the Voting was disap-

pointing, with only 437 out of 6,005 registered people voting,

filling only 90 seats out of the 241 on neighborhood (Local

School Boards) and community-wide Anacostia Community School

Board. Another election was planned for December; the low

turnout can be explained by the histakical disinfranchisement

and ingrown apathy and was not.unique yip the District of

Columbia. On February 28, 1970, the Anacostia Community

School Board held its first meeting; Westinghouse Learning
=

help, supervising and giving advice; Emmett Brown is elected
=

Chairperson. Local boards at several elementary schools par-

N.

ticipate. in makinlg decisions oft building changesi lunch pert.- c

r ods, and so forth, though it appeared4that many such local
ty.

boards remained inactive during the period of 1969-1975=
.

d
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The Wheels'Stop Turning .
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Following this burst of energy which /led to the train-

ing of CRA's, the elecblion of school board members, and vari-

ous other short-terp prograts (e.g., the four-week Black '

- . vs

Studres Pl4pning Workshop and the Summer Day Camp for Read.-

ing involving 600 children), the project entereda five-year

period of some'confusion and dysfunction. It is difficult

to attribute the malaise to any particular cause; rather a

whole set 'of. conditions contribute to the loss of momentum.

1. ghe Nixon administration seemed less sympathetic.

Caspar Weinberger, for example, as Director of the Bureau of

the Budget, requested that the U.Sk_Office of Education to

review the project, since the funding had reached a requested

amount of $5 million.

2. Close scrutiny showed serious weaknessea in the
,

_project dpring 1971. HEW Audit Agency found that DCPShad

mismanaged $ 8;777 of Project funds; the design and opera-
.

tiori-of the-Rsoject were in doubt, according to an interpre-

tetion of an-outside evaluation; and.project supervision was

found wanting'.

3. In October, 1971, Binswanger'recOmmended that the

Project be phasedouts initiating an extended period of

negotiations, pressure on USOE'fro.;:m community and Con#ess-

6

tonal friends of the project, and short-term financial ex-'
4

tensions./ This "-planning under the gun" (45 days to produce
Pt,

6.5
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an acc table new proposal or else!) increased the difficulty

of stabilizing the projedt.

4. Energy was diverted from the operation of the Pro-

ject to lobbying for its survival. Demonstrations,' letters,

Memofandum-of- Law, and Statements by outside groups like

the D.C. Citizens'and others accused the Binswanger decigion/-'

of being precipitous, arbitrary, and lacking in understand-
.1:42

ing. Hence, general'agitation replaced attempts to furtheP,

implement the project.

5. Further evaluations were made, concluding in Octo-
.

her 1972 "that the Ana stia Community.Schoof Project was so

underfunded and understaffed at the central and component

administration levels that adequate project management Was

impossible." A vicious cycle was established: Fedepal

agencies found'the prbject inadequate, threatened to with-

draw funds, making improvements difficult, which in turn

were evaluated and found wanting.

The confusion extended to all agents involved with the

Anacostia project. At the Federal level, following the Nixon

election, the project had no Federal project officet\or office.

Thus, the project operatid without guidglice,,without the belie=

fit of external direction, and without a Federal data-gather-

ing center. Binswanger's intdrest was experimental schools,

not Anacostia; but he inherited the project and was seen as

, unsympathetic. He kept the project on a -string, handing out
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30 days of funds at a time. The project directors came and

went, as shown in Table 2. Theke was an attempt to bring

in an outsider, Calvin Lockridge, but he did not survive. In

August 1972, 75 Community Reading Assistants and 12 Comrilunity

Organizers-were released since Federal funds were inadequate

to pay them. And the 'U.S. Office gave up the project; the

newly created National Institute of Education, the educa-

tional research, branch of DEW, was given the Anacostia pro-
,

ject,*along with several other experimental programs.

How did the Project survive this _period? What can

we learn about the politics of urban change from this period

in ACSP history.

oublic," lobbying
IP

While this tactic

First, th, supporters of the project "went

directly for the continuation of the program.

is not always successful, particularly when

the funding agency is many miles away, in the case of A SP/

RENP, direct appeals to government departments and senators

on the Appropriations Committee proved effective in the long

run. The insecure position of NIE, vis -a -vis Congress, and

the close-'relationship that develOPed between certain k.ey- -.

senators (like Warren G. Magnuson, Chairman of Appropriations

Subcommittee); and the D.C. project, .provided a point of

leverage for continuation. NIE was expected by. Cohgress to

help the program, even if it meant acting in opposition to

the expectations of the Nixon administration.
etsis,

,Forexample, when Binswanger.recommended cancellation

of-the project (October 1971) and U:S.*Commissioner of
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TABLE 2

Project Directors by Term, Months on the Job,.

and Background, April 1968 - Fall 1977

I t 'DESCRIPTION OF STATUS
. 1DIRECTORS ! TERM ON THE JOB AND BACKGROUND

I ,1
3. i

l. Norman Nickens April 1968-April 1969 IPart-time director; also associ-
. 1(12 months in job) ate superintendent of DCPS-7

.
hiFed within system-

2. William Rice

.

)

sii Can West

4. R. Calvin
Lockridge

April 1969-Sept. 1972
(41 months)

Sept. 1972-March 1973
(7 Months)

March 1973-Aug. 1973
r(6 months)

_15. Peter A. Lewis Aug. 1973-June-1974
(10 months)

6. Valerie Green June 1974-Jul; 1975
(13 months)

Evelyn Taylor July 1975-Oct. 1975
.(3 months)

8. Larry Riddick Oct. 1975-Nov. 1975
(11/2 mouths)

9. Dan Jackson January 1976-presebt,
Fall 1977

Full-time; former Director of
Special Project of DCPS7-
hired insjde.system

Full-time; former assistant to
Supt. in DCPS Special Projects
Office; actini director and
insider

Full-time; former civil rights
leader in Chicago; hired from
outside

Full-time but acting; former
community relatiops person for
RENP; insider

Full-time; Assistant principal of
DCPS junior high school; in-
sider

Full-time b
of Instruction
RENA; insider

Jag; fqrMer head
omponent for

Full-time but acting; heed of
'SUmmative,evaluation for RENP;,
new to DCPS; outsider

-4

Full-tiamd; farmer busigess man;
outsider to system and to public
schools.
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Education Sidney Marland accepted the reque st, a coalition

formed,' including project staff and community grou ps. These

protesters. held; public meetiggs, press conferences, petitions,

and.circulated leaflet -One leaflet read: _"Our children will
& x,

'-
be depiived of their oppori'ditiy for a good educatipa.. 0i/et

,

-
.-

200 people will be added to.thevner94oloyment rolls. Dollars

44
,

will be drained from the Anacostia Community. .48 Other agen='

.
cies .ndlorqanizations were pressed forsupport=such as Federal

4 ...
i

t"ocAT' V

City College and ,tie Urban League; the D.C. 7.i d of Edlicaton

and Superintendent Hugh Scott.explained that iLy "join in
..4

4 unanimous indignation at the abpt termination of #she Ana-
as

costia CoMmunity School Project . it is an insult to the

right of self-detprminatio for the blackrcitizens,of the

SR

District of ColUmbia,and an aborv attempt to kill the

=Olel of excellence in urban education being developed for

other Anacostia-like communities Aross the country."

Two hUndraq s pporets of the project, driven in three

pub4c
'

school busei Tleld:a-pfoteSt Meeting at the U.S. Office,
k,

, r rf

an even.covered by televlsion and the press: When Binswanger
. .

attempted to speak, he was shouted down. .He did finally get- .

. . , .

to ddTeqd the .decision# and others in favor of iACSP spoke, n-
* A . * .

cluding Rev. ames Coates. Binswanger su se uently provided

E-unding for Ake project for an other 4.5 rays to allow and'

appear to Marland. The decision was interpreted by gam

board chairperson Emmet Brsiw n as a chance to correct .the

ject's problems and to gain additional(Suppo&fiOm NIE. In

a final 'decision. the appeal; ComXssioner;marland took with'

(;

. '

4.4
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e
one hand and.gave with the other: he supportedthe decision

of BinsWanger, bringing into doubt the continuation of the
41

experiment aftdr-August'1972; but MAiland also e new
- -.

money available Tor,planning (the cycle begins again) through
-

". a five-person Taik F roce.. Again, this group cameup With a
,

Proposal, submitted` it to Ut0E, received approvel:in,principle,

butwas denied, fAnds pending .further planning.
49

Ih,S4teiriber,USOE h nded control over ACCP--now renamed

the Response to Educations Needs Projectoo-tothe National

institute of Education. In ngress, the appropriations .that

launched NIE :included suggested funds for 'RENP; the Senate

Appropriations ittee noted in its -report: 'The committee

. . . Wishes to aention ibq end cement the District of
. ..

Colukbia school project funded om this appropriation. ". .NIE

,
read the meaning of.this suggettiOn and sought to salvage the

-

Anacostia experiment.

A New Lease on Life
r As,

The direct politicalj?ressure applied to NIE, by both

Congress and local protestors, paid off; RENP was given.a two-
.

year period to do more planning, reorganizing, and to be #1.m-

plemented--a moratotiudr. ThelD.C. public, school leaders re-

mained interested in RENP, in part because of their heavy in-
.,

vestment.in the project. Salaries, and hence, jobs depended'
.

on outside funds. The An4costi community had a stake in
. 01-4

their boards and their locally' elected officials. The en-
/-

ticemeiit to support the program camete.rom the pfomise of

70
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continued--and even additional-funding, though many fought

just to maintain the program and the staff already committed.

Thtis, particip4ts from, the project and`relatea decision-makers

-from th'e.school system were willing to persi.5.t, to gd again

and 'again through the negotiations-process with the National

Institute; they were willing to forego some program goalS to

gain others, hence, narrowing the mission Of RENP; and they

were milling to take their time= -two years--to try again.
-Amu.

This raises the question: ,Do _organizations learn? Do

they "generate new 'offi,cialt responses to environmental

changes that go beyond.simple stimulus-response adaptation,

-to impound the results of the experience of new routine, or

to generalize from cne new experiency to others?"5° There

is evidence in the second round of the planning' implemen-.

tation of the. Anacostiaprogram that indeed there was much

aa

that both NIE and the internal planners in the public system

had learned, things that were seen and done differently. This
1

section presents the data on the period 1972 to 1976, a period

when the Response-to Educational Needs Project was put into
I

operation.

One way of determining what the organizations involved

with RENP learned is to compare their efforts in the latter
. .1

earlieryears of planAing/implementing (1972-1977) to the

period (1967-19721,. already detailed. '= Of, course, the RENP

,s-phase, as opposed to the,ACSP one, did not happen de novo;

when RENP began there,Was much lready accomplished.- For

example, the community school boaiii had functioned for a
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number of years; the clasroom teachers had become used to,

some laypeoi3le in the schools as aides; and the District of

Cil.umbia school system was long experienced with the project.,

Bud, nonetheless, thq Federal agency and local planners inter-

acted differently in some of tie. following areas: funding,

number of plAners involved, level and type of Federal control

.over local project, scope of planned goals, style of Federal-

local interaction, time span used in planning, and so forth.

. See Table 3.

(In this discussion, for ease of ident'fication; the

project for the first years--1967-1969--will be called the

Anacostia Community'School Project; the program during the

later time, 1972 and following, will be called the Response

to Educatiohal Needs Project.)

In contrast to the early planning/implementation, it

appears that much was learned iiikthe techniques of "change

agentiy," as data on the Washington, D.C. experiment shows.

In a real sense, the outside agency, NIE, returned to a modi-

fied form of Type planning approaches; the return was to

the control by the "experts," the review staff at the Insti-

tute and outside consultants whom the Federal agency and/or.

the District of Columbia leaders might choose. Everyone

seemed to learn that the implementation of change depends on

clew goals, specificity of design, and accountability of pro-

cedures: that change does not usually happen through casual

thotigh well-meaning activities.
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TABLE 3

Characteristics of-Organizational "Learning"

in Evidence in Pro)ect-Federal Agen

Interaction

c/
CHARACTERISTICS
OF INTERACTION

1. Level of Federal
involvement and
control

2. Funding point

3. Time span

4. Local dependence
on Federal agency

5. Number-diversity
of local planners

6. Type and scope of
program goals

7. Role of evaluation

ACSP: OLD PLANNING
(1967-68)

Moderate; turned over to
DCPS and task forCes,
with-consultative help

RENP: NEW PLANNING
(1972-75)

0

Project given carte blanche
initially; funded in large,
vague categories

A few months; planning done
in summer workshops; rapid
initially

Moderate; local Ad Hoc
Planning Council opentated

somewhat independently

Large; high community input;
75 organizational repre-
sentatives; open to com-
munity; some professional
(teachers) and union groups
excluded

Broad; Whole spectrum; e.g.,
youth, health, aged, re-
creation; no focus.
Generally socio-political
and educational

Minimal; mentioned as after-
thought; unclear time frame
for evaluation

73

Mdjor; NIE approved
each step and assisted
in formulation

Precise; line item,
operational funding only
after plans approved for
specified duration

Over two years; step-
by-step

Heavy; jcE project offi-
cer sat ex-officio on
meetings; day-by-day
,assistance

Small; 26-person force;
professictal staff help;

all Constituency groups
involved, including non -

RENP people

Focused; narrow; re-
lated to in-school edu-
cation

Major; built-in; obvioun"
from onset; clear .r

tine- table; funding
contingent
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Between. January 1972 and the spring of 1975, a cycle

of proposal submissions.,review, re-writing, and re-submisions

was carried out. It was clear that until RENP,was fully

planned and specified, funds (other than basic maintenance of

administrative and program staff dollars) would be withheld.

The cycle went as follows:' A five-person Task Force, headed

by Elizabeth A. 7:-bramowitz, produced a plan with the title

Response to Educational Needs Project. It was submitted to

10, NIE in August 1972, was approved 'in pririple but funding

awaited further plarining.
51

This response should be contrasted

to the 1968 events in which USOE funded programs after a single

submission The NIE critique of the Abramowitz document re-

quested greater operational detail._- -

In February 1973, Acting RENP Director Julian West

offered the Operational Plan/Interim Report to NIE; the pri-

mary goal of the document was improved instruction with only

secondary emphasis on community involvement. It included
gt

iv staff development and resource centers. Perhaps the presence

the; Anaeostia community board made continued discussion of

community participation less vital, though the tension between

pedagogical and community involvement goals persisted in RENP

throughout its history. Again, NIE responded with a request

for more adequate program strategies, greater need for re-

search and evaluation, and the suggestion that consultants and

NIE staff be used in re-writing the proposal. Unlike the ACSP

approach, RENP was expected to build:in evaluation, not an un-

expected request given NIE's research and development orienta-

74
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ti6h.

The next project director, Calvin Lockridgelin June

1973 submitted a Pre-Implementation Plan to NIE; he was

- fired in a battle with the ACSB and some administrative re-

structuring occurred. A larger RENP Task'Force was convened,

with representativds from the community, teachers' and ad-

ministrators' union, school board, RENP staff, NIE, reading--

specialists, and RENP consultants appointed. Note that this

planning group is fat more comprehensive, involving parties

.

like teachers and ads inistriators-who were excluded fir.thei

1968 effort. Also, efforts were made to solicit the opinion

of other Orincipals and teachers not on the Task Force at

luncheons, on questionnaires, and at meetings. In Febrbary

1974, a "Proposal for a Cooperative School--Community Program

to Foster Improved Academic Achievement Among the Children

of AnacosNia" was given, to NIE (note the-title contains both

the community and achievement orientation). The response for

the National Institute staff was: "After almost two years of

very intensive work and (relatiVe to other projects) massive

technical assistance, a proposal was received in February 1974

that gives promise of being fundable." 3t

Rather than to require still another re-write, NIE

moved to a different approach: the Institute presented 62

specific grant terms and conditions,-creating a kind of adver-

sary situation wherein negotiating could occur. The federal

agency had come a long way from the earlier approval prodess.

Rather than granting requests, as earlier USOE had done, NIE
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insisted Aan interactive relationship, formalizing the

mutual adaptation that followed. In the spring of 1974; then,

tie grant was awarded, authorizing RENP to usesome $2.million

USOE "carry-over" balance plus an additional $2.25 million in

new 1974'(Fiscal Year) NIE dollars. The components of RENP

were now- reading, mathematics, parent involvement, management,

and evaluation, a much truncated list from the 28 recommenda-

tions produced by the Summer Task Forges of 1968. The over-
,

all mission of RENP, as perceived by: NIE, was specified as

"improving the reading and mathematids achievement to the

level of non-inner-city children" n grades Kindergarten

through 12.

The funding was' awarded with-te9, strictures not im-

posed on earlier grant awards. FirgNIE imposed a form

of "contingent funding," requiring that grant conditions be

met and on evidence that reasonable levels of implementation

be achieved before funds were released; even the language

is contractual. Before submitting its final funding pro-

posal, RENP had an in-house formative evaluation done; later,

a summatiire evaluation was to be completed by the District of.

Columbia school system (one change NIE made was to request

outside evaluations). The attempts- to ascertain the'extent

and qualify of implementation and to pin continued support of

these results was a very different approach from earlier forms

of accountability where, at times ;' the Federal project offi-

cers seem quite unconcerned about the project.
was

Second, the project ,(given time restraints by NIE. The

7.6

$
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, --
agency had originally expected the project to be underway in

a single year, 1974; another year of summative evaldation was

to. follow (1975). REITP.requested two years of implementation,
=

stating that the program would be executed by June .1975, and

the evaluation year would lie contemporaneous with the second

year. A fall-bc year,-1976-37.7, was then suggested by re-

'viewers. Interestingly, the-ACSP'had never known Gut' an

ending date; the project had instead lived on a "han -to-mouth'
, .

year-by-year basis. The specificity of how the money would be
-

. _

released and for
,

what duration provided time paramet- for ,

the project's staff and DCPS official

Implementation proceeded with the hiring of 24 communi-

ty organizers and 5 senior community organzers to supervise

,(May 1974); a-new Project ,Director, Vaiarie Green, was selected
k-

following the resignation-of Peter fewis (see Table 1) . During

4
the summer of 1974 , Green worked ta-deve lop and gain approval

for reading /mathematics prograGs, establish positions for

Trainers of Teachers for the Inservice components, and setting

up centers and labs fror tCre,reading and mathematics programs.

Administrative'heads for reading and---bath components were

hired during the academic year 1%75 and attempts were made

to equalize the reading and math emphases (reading had taken

precedence). Green was dismissed; conflict with staff and 1

slowness of implementation were reasons given. The Acting

Director was then former head of Reading Component, Evelyn

Taylor; she is then replaced by Larry Riddick, a second Act-

ing ZLirector, for six weeks, allowing time fora national search.

77
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In fall 1975, NIE conducted an interrim evaluation of

RENP; weaknessei were spelled out'as follow s: problems with,
.

leadership turnover and quality of instrfitio qualifica-

'-tions and abilities of aides, poor definition of roles of

aides in schools, nonimplementation of mathematics component.
"

Also, there was turmoil in the. pubIgic schools. Superintendent ,

Sizemore was having problems; the school system was not re-
.

spond*g to a request by the General Xccounting Office Atidit

op REND use of - funds; and f,uAds were not being spent bedause,'

of delays in implementation. But 5E./.<4as somewhat restrained

-7since the RENP funds'undswere given as a grant, not a contract

(the evaluation pi-oCedures were later ,used to give some Fed&r-

al diTection). 1

Also, in the fall-of 1975,'DCPS began negotiating,for

a grant extension.. Lea requests from external review-

ers, a contingent extensidn was granted: If RENP achieved

implementation by May_r976, then they would receive yet

another yea,r of NIE funds; if .not; theimoney-would be with-

drawndrawn in July 1976, ending Phase 2 of RENP. At that time,

total funding from NIE was to be about $7 million allocated

between September'1972 and June 1977,

So whether through direct denial of grant funds,

through measuring out funds as work is'done, orthtough'the

control of the evaluation, NIE took a strong part in seeing.

that implementation took place.. (See the Task 4 chapter

which discusses NIE commitment to research and evaluation.)

Even the last year and a half, between mid-1975 when DCPS
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was negotiating a Continuance of RENP-and the 'final effort

to implemerit and disseminateithe results elsewhere in the
. .

s ystem, the hational agency engaged in an efore to supply
4 *.

help through outside evaluators Ke.g., Gibboney Associates1

and funding for results, not....oromises.

In January 1976, ban Jackson was hired as Project Di-

rector, a man with extensive business experience and an out-

sider to the DCPS. pie began filling, in the gaps-in implemen-

tation: For%xample, Jackson reorganized aftd "evened out"

the resources between mathematics_apd reading programs in host

schools; he plaCed the Community Organizers in eachjschool Nk

directly accountable to the teacher trainers (Progra*Facili:

tators), expe rienced, tenured staff memebfirs who operate the

Labs and Centers in each building. Other key personnel were.

changed. 35 Jackson also negotiated with 111 k. over the condi-

tions of the grant.* For eXaMple, AOp :CIE refused to pro-

-
Vide summer training money for salaries of RENP staff, caus-

ing the likely furloughing of perssonnel, Jackson went public,

attacking NYt in the Washington Post'.

According'-to information .from two sources, by 1975-

1276 school.year,,RENP was fully implemtnted. The Gibboney .

_Associates formative evaluation and on-site visits by NIE

project observe rs both recorded extensive td.moderate
.

vitieg associated with iM*plementation. !In the Fihar Formative

EvaluAtion Report, outside evaluators found that the math labs

and reading centers in 10 Aaacostia area s,chOolF'were func-

./0
tioning, well for te hers (inservice)-and students; that

.

4



-74

each school (10) had a Unit Task Force ofRENP staff, princi-
c

pal, and related teachers which produced a Plan for using and

monitoring RENP techniques in the building; that in many

cases the local school\llioards at each school were elected

and functioning; that. the Parent/Community Involvembnt com-

ponent, staffed by the community organizers, was in place,

recognized by releNpant local actors, and was functioning; and

that relations between RENP schools and their communities

Was good. Similarly, observations made by NIE ita.cf-during

1976 recorded that Math and Reading progratns were functioning

in 14 area schools (see TabYe '4); these evaluators also spoke

with RENP staff, principals, representative's of the Washing-
.

ton Teacher' Union, community aides and organizers, and

classrooms teachers. The data show a high degree of.implemen-
-

tation as new staff, routines, and materials were extant in

the schools.

. Thus, over a ten-year period, though ACSP tiad been

only minimally implemente,a project called RENP had been

designed, approved, staffed) and implemented. The project

included, (1) a management pomponent comprised of Dan Jackson,

Director, component Directors for Reading and Mathematics and
. .

Parent/Community Involvement, (2) Mathematics ax d Reading ir17.

serVioe Education program E.hrough Labs and Centers -in the
. .

,
.

.
. ,

schools, (3) a Community Involvement Componentincliiding..'

=Local. School Boards and a school-pesed Unit Task Force, and _

(4).e regionwide ejlected.school.board, the Region V' Board.:

Ih 1977, with the diminution of Federal funding, howeller,

80'



TABLE 4

RENP Schools....Staff/Student Involvement by Grade

SCHOOLS

INSTRUCTIONAL COMPONENT
READING COMPONENT

TARGET NUMBER OF NUMBER OF
GRADES TEACHERS STUDENTS'.

44ATHEMATICS COMPONENT
TARGET NUMBER OF NUMBER OF
GRADES TEACHERS 'STUDENTS

Balloti Sr. High**

Hart Jr. Hit)**

ELEMtNTARY
Bi.,rney?

Congress llei

Draper

reiendship**

Garfield

Green

Hendley

Leckie

Malcolm X

Savoy

Simon°**

.16fh &:Butler

..tOTAL

so"

-, 10

8,9

4,5,6

4,5,6

4,5,6

4,5,6

4,5,6

K-6

-

12

12

12

9

9

12

10

11

13

111

887

414

287

253

232

284

277

293

273

342

3,542

p

10

4,5,6

K-6

4,5,6

K-6

4,5,6

4,5,6

4,5,6

o Schools with the same target population in Reading and Mathematics.

** Schools with the RENP Reading and Mathematics programs, as reported -in Final Report of RENP (Aug. 1977);

8,1 Total Nypber of Teachers 233 Total Number of Students = 7,684

12

15

12

9

,12

14

4867

756

295

_ 253-

322

'348

\
330

284

414

73

4,142

82
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`the Project faced its final problem; the integration of RENP
ew
...activities into the on-going function of the District of

Colombia school system.

a

,PHASE 3
Mb-

'41

The Institutionalization of`Change

it

1

fy

.

What occurs when. Federal dollars are withdrawn? Are
-

\ --,

. there lasting effects of the project that inform our under-
.

4166,'
, 4: standing of change agentrY in urban school system .Does. , -

. . .- .,
. f' 'the external interventionist approach,donstitute-an effective

. .

1 '0
. -..

..

mode of bringing about Change in large-scale-systems? Are

there lessons from the RENP experience that are useful in

other.:Situati*ons? These questions and others.are'treated

in this section.

The Effects of Low-Term
4

emeipt on-

Before analzingike institutionalization of change

in DCPS, we.oeed to discuss .the Imiclact.of almose-ten,yeare of
...

,

etugglerailur , rejpvination, re- ,and final im-
.

plementationr-in other wo.rds,- -the effects' of the prior experl,ty.
.

s'-,

e
.,
nte.of the ACSP on the phate. 'There are five: --

P

.

1. The hardening .Of commitment:- Had plannipg and im-

entation gone quickly and smoothly, (which they'did not,.
. ,

as'.the Prior sectign demonstrates), the attention paid to
1. e

the Anacostia- experim ent' might ha)e been minimal '( "Oh, yes,
4 . ;

4

I

'JP
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16
. isn't RENP' that prog4m.fb'poor kids? Whatever happened to

it?"). Instead, the extended period ofnegotiations'forced

key actors an the Superintendent's office, on Capitol Hi TT,

in the DHEW, (and in the comMiinityi to deal with implementa-
.

tion--and now, intitutionAlizaticip--over time. It is not--N
th-A-,change agents should necessarily seek to extend the im-

plementation process; the c4nces of exnction-are greatly

increased by repeated failure. But, an'uninended outcome

of the lengthy history of RENP was the ha,dening cif commit-

ment of DCPS to preserve the project: to et it imple-
.

,, . \
..merited 14101 evaluate it, of,the co unity tolobby and preserve

it and th joos it entailt, and of' some keylawmakers in Con-
*

gress to pre for its Continuance:

2. The'buldinq of_tystdm-inves ent: In terms of, our
A

Change 09,nstAuct, the' lengthy and tUrb lealp process of plan-
')

ning and implementatiop raised,the investmentiosts for all-

paities concerned. The Federal government sunk millions of
y N v

doll into the project, not to mention thEbreputation of such .

6
_agencies as NIE. Key rilbeells in Congress had investqW1-in

RENR's continuance becauseof a general commitment to the
.

t .

edudatioq of poor and black children and their desito
. . ''s

. .... . /.
4, counter the conservative AO, restrictive inclfinations bf-the

_
1

4
Nixon Admiqristration. DCPS was underAorisiderable pressure to

".., ,

equaplize the dittribution ofrOprces among the District'
, .

.4
.scflocls;Rpip furintle4 funds into the scnools for podrer-child-

ren in theAnacostia-cotmunity. -Furthermore, 'a large number
, i. V

. .
, -

r ' 4
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of DCPS employees were .1) id under the RENP grant, Pressure

- to maintain this'commitme t raised theinvestment level for

system.

Albert Hirschman i 'his book',on organizational behavior
-

puts it still another way: 0?ganf4rtional members have a

'high incentive to use thei voice, to express themselves pub-

1,icly, when exit from.theitystem is not po'ssible. That is,

Hirschmans word, "The individual feels that leaving a cer-

A.

n

tain group," in this case RENP, "garriesa high price with

it /The price of finding a new joU7, even though no specific

sanction igOmnosed. 52 Thus,,o for staff, the investment in'

RENP was obvious:. employment Fdx community staff members,
1

support :of RENT? was doubly imperative, for jobs as aidesand

community orgOnizers were very difficult to find. Barring

,'exit, the participants were highly loyal to the program,

having a high investment in it. For non-employed community '

laypeople, the option to exit the Anacostia schools was mini-
60 -

mal; they either supported (through votes /and protests) the

continuation of the project (evenafter Federal funds were re- .

4 moved) or faced the further downgrading of their children's

schools. -

3. Eliminating the "fear of the unknown": It is be-
.

- lieved that systems refuse to alter their behavior, to change,
taf

out of fear of the unknown:). that a new routine or approach

will be worse than the existingAne and therefw it is in

the interest of participantp to hold doggedly to their current
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practices. In more personal t

4
nes, individual members at

various levels in an organization wish to maintain their ex-

misting

A
79

behavior because they find i.t satisfying and effective

for their assigned task. In organizatillal terms, the social"

_ * #1 unit reinforces on-going activities through thesameness (or

change) in the environment. Hence, organizations must do

more than-"tell" their members to change: the environment
.-

job description, reward system, other interdependent jobs--

itself must change. Organizational participants learn to

read the-signals from their immediate environment; subtle

Ichanges in job. tit e, expeCtation and location are likely to

upset the individual (and also the environment in which hefshe:

works).

But; in -the decade of RENP,_there was ample time to

"dispel concern over the outcome of the project. Local teach-.
qZ%

ers came to know,c-if not to trust, -the project. The aides

became ~familiar faces around the school; the eadher train-

ers, who were themselve§ veteran teachers in the syste/m, be-

came known quantities; and the community boards, the most

consistent force among the RENP/ACSP components, had become-

a given in regional decision-making (at least in Region Ir.

Thus, one unintended but useful outcome of the extended km-.

plemeiptation period. was the familiarity that was a ocated
1

. .

with the project, easing somewhat the process of institution-

* Aiization.

.4. Finding an acceptable and-effective staff head:

'Most projects hAve only a short time'to locate a good director;.

86
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the success and failure thus depends on making the right choice

early on. In the case of f1nine directors and a host of

subordinates came and went. decade of planning' and imple-

menting allowed a number of leaders to try the job and leave.-
- c

Finally, Dan Jackson was recruited and appeared to have the

right combinatekon of operational efficiency and rapport.with

the communtty to survive and to/get elle job done. Hence,a

long period of operation allowed a trial and error search for

a good set of leaders. It also permitted the lystem to experj.-

meet with uinsiderg" and noutsiders."53 (See Richard 0. Carl-

-son on Ex. Succession.)

5. Adjusting the expe rent to the organizational setting:

Thp incorporation of RENP into the regular processes of the Dis-

trict of Columbia school system depended on the aligning of

goals, structures, roles, and routines such that the innova-

tion could be absorbed. This fine tuning could not be done

_quickly; rather the mutual adaptation process required that the

.

two parties get into phfte with one another. The experiment had

/ to build its own constituency, test its own approaches, and re-

fine.its activities, The host Ystem had to come to appr ci-
.

ate, and even need, the new progum, find a slot in the or ani-

zation ford it (and its staff) , and adjust itself (the sys )

.

to accommodate the new program. :"rhis.aligning took time; RpNP/

ACSP had nearly a decade toecome a familiar, important, and

appreciated part of the system's repertoire.
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a

.

Institutionalization Explained and Made Operational

As was mentioned earlier, the change process in organi=
.

nations involves a planning, implementing, and incorporating

phase, each having its own purposes, problems, and activities.

While the initial stage required that basic rules be estab-

lished and plans to be made and the second phase rested on

initiating the actual organizational behavior over time, the

final stage hag; as its purpose the ieshing of new, programs
?, Al

with the organizational setting in a somewhat permanent fashion.

The temporary, experimental quality- of the program;yas dis-

placed by acceptance d a legitimate function, in the system.

One test of the endn-ance of a new project is Whether, when

outside props are knocked out, the program stands on its own

bottom. Are there sufficient internal resources and interest

to sustain it, in some form or another, or, does the system

dismiss, the effort and re'turri to former behavior? Ifl)the

new .program is scuttled, then one might assert that-its im-
,

pact is limited to only those staff and children who were in-'

volved with it. If, the program is integrated into the system,

however, in some distinguishable.and meaningful way (not just

using the na e,,fbrexample), then the jpenefits of the project,

become available-to-members and clients oiler a much longer.

time period. .As students of change, we are b'f course inter-

mr'ested in maximizing the impact of programs aeemed useful,

and we thus va' e the steps that might lead to permanency,
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In.the analysis of the 1976-1977 period of RENP, we

see steps being taken that could be interpreted as incorpor-

ation. The fall of 1977 was the onset of the period best _

characterized by the name of the report that-guidelrit: the.

"Utilization and Dissemination Model." It is premature to

state with too much certainty what will happen. At the time

of this writing, however, tba new school year was six weeks

started and it ad become apparent what the nature of the in-

stitutionalized RENP effort would be. Already, the NIE had

provided about $14'3,000 to pay for the transition, thus eas-

ing the Federal governmeht oui- and entDuiagiag still further

comwitment from the school system.. Already, as we shall

_ddacuas, REM? had moygd into "rent free",quarters in tbeH,

it Center, its.director, Dan Jackson, had been

placed into a line relationship under the Deputy Superinten-

dent for the InstructiOnal Service, and his staff had been

,identified. Already, ortain activities in Region I had

been established whicp. were -akin to RENP, under Jackson's

guidance. And, under the "utilization and Dissemination Plan'

a system for involving 16 other Region I schools, staff,,and

, -programs-were deviged arid underway; these efforts wgre sup-

porteD financially by "in-kind" resources from the Listrict

-of Columbia public schools, totalling some $1.6 million.

Fitally, the guiding principle employed by most

. 1

terns confront by demands for -permanent changelis as follows:
-..

utilize new elements which "cost" the system:the least in

scarctresources, since new programs (without new funds) require

89
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the organization to divert money, staff, energy from existing

programs. Another way to put this: systeMs will divert re-
..

sources where there is greatest certainty of results, the

greatest political trade-offs for -doing so, and the least

cost. Certain elements of RENP fit this equation and are

being institutionalized into the TOCPS: others are being'ie-
.

jected by the system. It is the comparing of "accepted" and

"rejected" components of RENP that provide,a clue as to the

inner logic of program institutionalization.
ca.

certain staff positions, let's takeothe Communi Aides and

is it about

Community OrTAizers, that'make it difficult though possible
4

for the school system to absorb them, *he eas the jobs of

Program Fadilitators and Project Director are continued im

some form?

There are four criteria for institutionalization that

apparerrt in the analysis of these case data:

41"
1. The meshing of goals and approach: During the 10-

year history of RENP/ACSP, the purposes we a refined and

nacrowed to a pint where the project (RENP) and the organ-

ization (DCPS) have reached some congruence Of mtssion., With-
.

out that meeting of minds, so to speak, the syst would

easily have closed down the program when the external incen-

tives were removed.
V

N
2. The meshing of Prganizatibnal structures: The in-

ternal operation of an organization demands that its component:

parts, to a great extent, work together.. It is the very nature

411.
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of the "orgAnic" quality of organization. Thus, RENP had to

find a niche, be afix somewhere in the school System or perish.

The locating of REN' in the organizational structure in turn

"required that REM" be in consonance with the purposes of the

system without-either duplicating existing programs or

threatening theth. RENP found a home in. the offiyce of the

Deputy Superintendent of Ikstructional Services and fhe office

of the Region I superintendent..

3. The meshing of roles and job t-dtegories: Permanent

status in an Organization requires that the staff fit into the

4

occupational stxucture of that. system. "Temporary' or "pro-

visional certification (school personnel are often required

to be licensed, certified, or in some way given official sand-
.

ing) must give way. to full -tine status if the new program is'

to be institutionajized.D4 Otherwise, the employee is suject

to dismissal easily and enjoys littlg job security /protection.

In School systems whefe tenure and union aff.liation largely

determine the stability of jobs, the importance of the.conv-
.

gruence b'between,prOject job descriptions/titlestan&those of I.

the regular school system cannot be underestimated-. The Pro--2

gram Facilitator (teacher trainers) were all`tenured and were

guaranteecLemployment4he aides were not,, though they were

members of AFSCME. Dan Jack on, like many managers and non-
. ,

- tenured newcomers to the DCPS, had little security beyond

the clauses,in his contract.

91 1
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4. The meshing of RENP-DCPS program, materials, and

facilities: Finally, the 4nstitutionalization'of change in-
.:"

waves the acceptance and integration of the actual program .

(its pa rticular routines, use of materials,- facilities, if

any) with the similar functions of the system. Yet, the

unique quality of the innovation,- once incorporated, must

'continue to exist, if noth ing more than in,t4f philosophy and

consciousness, of the participants. Changes in program involve

alterations in.the professional behavior of staf:f4.
.

e.g., how

they diagnose and treat.children'in teaching th-em -to read or

cipher; how leaders in the school system make vital cre-cisions

such as selecting a Regional Superintendent; or how they use

4
centers and labs for instruction.

A Brief History t

.-.

The final phase of "the" change process, in the case of
.,

'7,-,,RENP, was distinguished by many of the same organizational
,

behaviors as earlier Stages: the tertriS and conditions

negotiated' among NIE and R.NP-bCPS, both sides attempted to

maximize their clan goals, and finally, both accommodated!in

some ways to the other:
7.

DCPS Superintendent Vincent-E. Reed asked Dr. James
-

.

Guines, Deputy Superintendent for Instructional Seivices, to

head the school system's effort: he submItted to NIE a blue-

print for utilizing and disseminatingt(NIE suggestedathe .

terms) RENP during the 1977-19 8 school ye The pupoSe''
. ,

.

F
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: of the document was to detail how the project might best be ex-
-

tended to other schools and other-"audiences" outside the Dis-

MO

.4/

trict. of Co1(lumbia. 'DCPS was asked by NIE to explain the level

of school system commitment of finances and persdtnel to the

continuation of the'project; to establish priorities among

the various "candidates' (i.e., components like math labs

and rgading centers); and to lay out the -steps"("milestones")

in institutionali4ng the program. Drafts of-the plan mere

submitted, reviewed by internal and external (to NIE) readers

and the comments passed along to Dr.- Guimes and Mr.:-Jackson.
1

One reviewer, in critiquing an early draft, found,that:.

Overall; the technical proposal. l'ac'ks clarity. and
cohesiveness and does not address cf-i-tical ques-
tions such as: What is to be accomplished? fHoW is'
it to be accomplished? What methods are to be,
utilized? What outcomes are ekpected? And who is-
the target audience?

Ameeting. was held (December 10, 1976) with DCPS',.NIE-and

outside reviewers attending. The result,of the "negotiations"

seemed consistent with our lotions of organizational behavior.

Dr. Guines reiterated that' the school system could- not be :

obligated to take on additional financial burdens by the

=e-ontinuation of RENP:, rather "it was pointed out that some

of the possible options did not necessarily require major

fiscal, requirements.
56 He did state, Joweyer,* that the Dis-'

trict and RENP were committed to the use and, circulation of_

the lessons of the 'project, as NIE suggested. The give and

f take -and diffusi showed the school syster,/aetteMpting to
.

continue the program while committing the least npnber of
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staffandnewcos,ts;this approach seems highly rational, con-
!.

Mdering the financial condition of the District, its'nterest
, 4

in continuing RENP, and its desite to gain tie funds desig-
1

nated for the final. phaSe% Yet, the Final,PXoposal:did
4

.
, \ promise to continue mUchIPRENP in 'conjunction -wi# -g<41,ar*'....

4
....

curricular and staff deVelopment-progkams of the District of
. .

. . ,- . .
.

.

Columbia schools. That is; the RENPaPproach.to staff de-,.
. ,. .

. . . ,

s . . 4

veloomehp'(using in- school teacher trainers) was to be graft-
,.

. , 4/
..

. r
. ed on to the,major cUrricula development which had a lready

..;. - -.

been approve the sehoO1 board and ttie.'sdperintepde'nt--the

-- .

Competency,Based Cgr;iiculum. The-14 schools whei-g RENP Ceri-
.

ters and Labs were already functioning were to be "left i

tact and teacheri who haVe been. involved in the RENP experi,

ence will schedule their classes 'in such a manner that maxi-

win utilization of the Reading Center and Math Lab will be
't

assured. 57 Other staff (pOt formerly in RENP) could Use the

-resources for similarlidurposes. Furthermore, the Plan ex-
4IP

ins, the Program Facilitators were tO-pla be assigned to thee"'

16 remaining schoolssinEZegion 1, thus disseminating RENP

to all the buildings in AnAeostia. Additional training would

-also be available at a Staff DevelFPnent Center housed at e
Friendship Educational Centex where the 'Project Director,

D.an-Jackson, would have his offices.

The broader dissemination Innction would be carrigd

.
out by a Public Inforniation Officer at Friendship who would

inform other DCPS staff about RENP and would "coordinate in-

stitutes, workshops, and Conferefices for local apd national

I

*''

-

,.
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school boards, superintendents4 asaistanf,superiEntendents,.
1 .

regional superinteridents, parents, sp ervisOry personnel;
.

.

and probpectiye teachers. . .fl" The b aget for the !se

. and dissemination, proposal, called for k.he $106,000 Federal

tunds-to go for'. the Instructional Component (for reading

andmath direcy ors and administration); Educatiohal

Als ($9,398.25).would come from the District's budget; the

remaining stagf, including 'the Project Director, instruc-
,

tion:team members,22 Facilitators, 41 Resoure Teachers,.

and a.secretary (totelling at million) 'would be

"-picked,-up by the DCPS-in-kind.

On January 10, 1977, the Plan was approved. It is .

the implementing, of this proposal, as well as other outcomes,

that', forms the data base for thip_,section, We shall examine' %

.*
the fo.ur 1RENP components (cominuni.ty- school boards, inservice

eBuchtion, community a ide and organization, and RENPadmipi-

sttaticin iti terms of theit goals, structure, roles; and
4

.program (i.e, routines, materials, and facilities). The purr

pose is, to ascertain what has:changed in the 'school sm* '

that can'be attributes to' the preffghceolNP: :101Aliges in
. 4

a

I

behavior 'aS we.11 as outlooks o ticipan s. That #

1. What-new and, permanent mode of community expression
* .

are available,,klow that were not before the existence of REND ?`
. -. , r.-- .

. .. .

2. What new,oniankr 4,ional arrangements exist and re-

_main in the school systere:that were not found before?
.

. 3. That new procedures, rules governing member behavior,'X
1

a facilLtivimatetials.will likely endure be Pause of REND?
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Instit4tionarizatiOn of Commuhity Involvement
f

:

The Aacostia project was certainly notl uhique in its
. . . %

, %....'..----

purposeAlf'extending community invV.veffier?t--if.not. 'Control--
A. A .

over sCbool-affairs to laypeople, particularly poor and black
,

,...-

89

a

6

, folk. The 196Ps were characterized by effortt on.therpart

.of communities to gain a voice in school affairs, met by

administrative reorganization to bring school decipion-mAkers

closer to the "communities" they served. The former arrange-

ment was called

centralization."
,

to overcome tlie

"commupity control"; the latter, "school de-
.

Together, these reforms were seen as means

distance between the governed and the govern-
-

-the. Guest. for urban decentralization and

greater community participation in decision-making," '156151Cal

scientists Geo+ Lalloue and Bruce:.SPith explain,

ing. "in 'patt,

reflect the awakening political cons iousneds of
aig7city black and Spanish-Ospeaking citizens. The
ppeal of the idea also stemmed in art from cul-

1.ural trends stressing the importan e of individual
autonomy and self-expression:5,9

.

NationWide support for oommunityinvolvem Akt(
. .

%dedentralization camerom cinservatives

foemd as JeEfersoniai and anti-socialistic

raditalsand*liberalS who yearned to "free
k'

the bohds of,PureaUcracy; and fromlpu e ucia

they tr\ied to .cultiva- te a vocal constituency

0

organi'zational

saw these re-

n spirit; from

people" from-6.-

s themselvei as

munit.. Even Republicans, Lalloue an Smith

ecentralization and- comm ty.control as ways

up theDemdcratiC stxanc, ehold on the cities.-6

the lay corn.-

drt, favdn .

of bre =
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Washington, D.C., in many respects, was not different;ope

.h e.' impulse to decerftralize and bring the community into tN

44'

decision-making was strong, perhaps stronger insome ways

. ? ,_than_ many other cities, for the District had not previouly

'enjoyed even the right to mote for school faders in the 20th

century. Not until the pasage 'of P.L. 90-292 did thp elec--

tidn of.,school boards become a reality--and the year was

1968! SO. when PxAident Johnson announced.inthe same year

that a wdel school gtoject (as the Anacostia program was V

first referred to as`) would contain elemuts of community in- /
-

volveMent, sit was b oth an eiftremely important dedl!opment and

et

a, very novel one,-having implications for ease pt impiem

tiesTr of..;-th,e Anacostia community involvement component, and

the likelihood that the reforms thherent- in the elected com- .

.
,...emunity boards would persevere.

Our analysis indicates that the Region I bo&rd hail be-

come by 1977 an active and permanent part of the golTnance

of the district of Columbia schools in Anacostia. That

it had been institutidnalized into the regular workings of f

the-system, was taking.a role in decision-making in Region

(not simply RENP) and was guaranteed, ii all likelihood; fo
./

continue. Whatpower did and does the Boara have? On paper,,,

the Region I~ community School Eoard-would-only make recom- .

mendations to the4cektral DCPS Board of Education on matters

,,.of-personnel and policy, But in practice, by all accounts,

N .
it had enormous influence. For example, in `he fall of1977,

..., .
. ._ .

.

the job of Re ion I superintendent, deputy regional super- .

,

,, .
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ihtendent, and two assistants were filled byiandidates

screened; interviewed, and "hired" by the community board.

Rubin Pierce,, principal of Ballou High School in Anacostia,

was selected 'as Regionil Superintendent by. the Board..., His

associates, likewise, were the oh.oices of the Boards In in-

teririews, we learned that to date no such decisions of the

Board,had been_overtUrned by the D.C.'Board.
i.

) .

At least seven reasons explain the success, of the 6om7

munity involverk,ent component ,of RENP,, leading to the perma-

tnent establishment' of the Community Board. Mete factors

not.only detail the Board's development, they also give a

slice of the history of the project, though. today, certainly,

the Board is'not simply identified with RENP but with Region

I tthe Anacostia community) generally. First, there were 10 .

years.of*tradition behind the Board and its rele. From the

onsdf, as we mentioned-in parts one and ,two of ,this chapter,

the "community/participation" aqpect was stressed. To recapi-
-12-

A

tulate, the goal of community education and the importance
'114

of.communitipartiipation were mentioned in 1968 by Presi-

dent Johnson and were plannedWith the help of clecentraliza-
.

tion experts and advocates like Mario Fantini (from the Ford

Foundation .and suporte of the Ocean Hill-Brownsville Com-

munity control experiment in New York City). Durirfg thee'

summer of 1968, community representatives were a vital part

of the planning workshops, the-task forces, and the Planning

Council. In December 1969, electionewerelheld for the Ana-

costiq, Commu nity School Board, 'ti ugh several da Y4rof balloting,

. 98
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,
were,,necessary,to "get out the vote." The unfamiliarity of

the hundreds oft.Candidates, 'the newness of voting.fozN)offi-

cials'in the District, and t cumbersomeness of the regis-
:

tration/yotin4.process were possible pauses of the poor turn-
.

out. 'And in 1973, with the creation of Region I, the communi-'

tp participation component was renamed the Region I Commubity
7

-School Board. See Table-5 for a list of the representative

bodies involved:

?

1

TABLE 5,

Succession of Community Representative

Bodies in Anacostia, 1968-1977
.

TITLE I DATE

. Task Forces (community workshops;
.

invited)

t. Community Steering Committee

3. Anacostia Ad Hoc Community Planning
Council

4. Anacotia Community School Board
(-elected)

of.

5.-Region I Community chooI Board
(elected)

July 1968

July 19-68-

August 1968
.

December 1969

Sept. 1973-Present

A second-repson for the implementation/institutional-

izatiop of the representative boards was its broad base of -

99
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support in the District cif Columbia. Unlike New York City4b.

commianitS,' participation effort whict was marred by conflict

itand a retaliator teachers' strike, the Anacostie experiment

0-
was upheld by tA. Washington Teachers' Union, whose presir.-

.dent, William-Simon; recalls that his union was;involyed on

the planning committees,igavegeneral support and conscious-

ly tried to :p,revent a confrontation like in fzew- York. Perhaps

the moderate tone of the Anacostia community leaders, the ab- .

sence of organized anger and agitatiOn,and so fort's allowed

the teachers to 4e partners and riot adversaries in the, pro-

cess. .The superintendent's office, during this period, was
s.

N
fitled by .a. success ivn of leaders who backed the idea of

bringing parents and.community layfolk into Nie deciSign-

makingoLthougn most stopped srlorli,of-giving Aacostia resi-*

dent's "control" 67er their schools. FOL.. examgle, as early
z

as 1969; Superintendent jugh J. Scott stated:_to
4 N

ir

There.sliguld-be more community involvement in.th
schools, but not control. 1 0 ?n'ty support hal465
local boards across the city.

. . . .-
I

But by the- time of the Aliacostie board, its election and func-

tioxig, the District had witneS:sed at least tWo other 9xperi-
. 0

. .
I 4 a

ments with community_invoi.vem'ent=-the Madel'School Di ris ion

in the neighborhoodvaroUnd the Cardozo High4Schtiol (1964)
.

A
and the Adams-Morgan-Community'COunbil's School'' Committee. ..

(1967) .62 And when Superintendent. Barbara Svizemorel formerly .

, ! t . ,

.of Chicago, organizatibnahY decentralized the:schciol district,

t

100 1
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the notion of the community as a, legitimate participant in

-"\ school affairs had taken hold. Particularly during the plan-

ning of RENP, 1972, a special effort was.made to include all

groups with a vested interest-ill school operations in Ana-

cygtid: the parents, students, teachers and administratOls

'(their. separate unions), central office, and Feddral p;oject
4

officials (from HIE).

Third, decentraliation in 1nacostia as greatly sim-

plified by the racial der.o.64,aphy of the city and the pupil

. makeup of tee school district. By t)le late 1/6s, as shown,.
.

'in Table 6, large numbeJs o: whites had moved to the suburbs,

the percentage: of blacks in the District'had.reachd 71 per-
,

cent, and black children constituted about 95% of the pulpils..

in publicschools.

TABLE 6

Shifts in Racial Composition of The District of Colombia,

Metro Region and Public Schools, 1050-1970

1950

D.C.r Washington, . (all residents 802,178

MetropoliDen Siashihgton 661,911

1,474,089

Washington, D.C.

% Black in-city 235%

% Black in schools' 52%

1960 1970

.763,956 -756,510.

1,237,941 2,104,613_

2,001,897 2,861,123

54% L 71% .:

79.5% 1. 95.4%

101
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. pimilarly,,the school board, f' t elected in ,L'968, was bl ?ck,

as was'the majority of staff and administlators. Hepce,-all-

the. major constituencies--pare4s, taff, and board--
. .

were largely black, av oiding thewhite-black debacle that

plagued decentralization efforts in school tsystems like New

York City's. Thus, WashingtorG D.C. maaar.i.ed, quite self-
'.

consciously, to avoid-the nasty New'YorkiCity confrontation,

described by Lalloue and Smith as follows:

As one /New York statg legislative person put it,
'The difference between the 1968 and 1969 session
:4as-thP between disaveement and real
rancor! As strikes polarized fielings between
blacks and Jews, one of the strongest liberal co-
alitins in the country wad shattered; The UFT .

(United Federation of ,Teachers) ended 4ts criti-
cism of the 'archaic, 'ineMectivel school bureau-
cracy and gave up its abstract commitment to de-
centralization to form an alliance withthe CSA
(COuncil of Superzisors and Admin4strators) and
the Central Trades Labor gouncil. Bruised from
the demonstration district debacle and facing re-
election, Ma,yor Lindsay declined further leader-
ship of the Oecentralizatimn forces. The school
board, with its new pro- deciantralization Members,
was barely able to agree long enough to produce
the plan required by State law.63

'It's not that black community peokle and Jack bureaucrats

''do not fj.ght7 rather, the racial issue was removed as an im-
.

-portant irritant in the:interactions among school people,'Com-
.

' 1 4

muni.ty people
%

and the city leadership..,
.

. .
.._-

. A fourth. reason contributing to the institutionalize-
. ,-

/
v

*
1 .. tion of community involvement/decentralization-of power high-

: -...
. .

lights a major'difference between the Anacostia Community and

many others! ,,thetpresence of a stable mrdle-class bldck group

InAnacostiawhpfhad not abandoned the local public schools.

I
t

-:1't
,

*/
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These middle-income citizens, vocal, active, and potsesiing

the s)tills'(or quickly learnipg them) of managing local school

affairs; made an. enormous difference in-the power of thV board

and its ability to influence loll policy. Particularly. -duiing

the phase When Anacostia*Project.directors were coming and

going with great rapidity an8 the Federal agencies (mipinly

the Office of Education) were ignoring ACPS, the c unity

board was called on to gave guidance 'to the program. The

chairperson of the, board was especially.importantLand by and
4'., *,e

large these people were educated, professianalt and Middle

(Rose -on by David Miner on
-- -

suburban schools indicates"
_. . .

GO
schoolthat the talent of professionals on chool ba irds is axl impon4

taut resource to these communities00 64
Table 6 lists the chair-

persons or. the communiLy board] CRegton I board) over the nine

years (1968-1977T, their occupations, .and in some4cases, other'

comments about them.

I

.TABLE 7

Names' and Characteristics of ChairoeOpls of- .

the Anacostia School. Boards 1968-1977

I

NAME
YEARS OF
SSERVICE ,occciATio OTHER- DATA

.
1 .

Rev. ,Japes, Coates .1968-190
.

Minister Later elected to D.C.,:
-Amacostia Communi- It School Board & City
ty Planning Council Council.- 1st elected'

Emmet t trown 1969-1971 Retired 1 01,'

.

Albert Pearsall 1971-1974 GoNet,employee;
411NOMP

Died in office
od board of M.L. *7:-

King Center

Eugene Kin+ 1974-Pres. DHEW=U.S. Office
of Education

Still in office

I

103'
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The regular.members of the board, as well, often were from.

middle-class backgrounds. Furthermore, sone of these people

were encouraged teparticipate in community board activi-
'

ties--tb devote the time and effort,to the ask - -by the chance
,

.

/

to rtn for other publit, offices, using the experience and ex-
,..

,Spoiure of public service.to advantage. The Rev. James Coates

was, perhaps, the prime example. Meeting's of the Anacostia

Planning Group were held in Ills church; cne served as Community

School Board chairperson; he was also elected to the I.C. Board

of Education; and he now serves on the D.C. City Council.

Yet another, a fifth, contributing factor to board

success was the partnership that developed between the school '

leadership serving the Anacostia community and the community

ay (leadership. Since a primary function of.the coAmunity.

boards was (and is the supervision -of the activities of the

Region's administrators (particularly the RENP Project Direc-

tor and staff and the Region I superintendent and staff), it

was essential that the.Aanning, -implemdnting, and incorporat

ing Actions be done jointly. They were, for the most part.

In fact, the reiatiO;iShilisbetweenoophe elected board mgmbers

and the hired administrators in REN10 mirrored thej.nterac-:

intions n the DCPS: school board and general superintendent.

Thus, the ymil, exPerimentdid not involve a new or radical

approach-to Citizen participation in the governance of -a pub- ,

lic service:' Rather, the Community School Board approach re-
.

plicatedthe schoollOoard-superintendent model which is the
.4 .

accepted practice throughout the nation. Perhaps, the sta-

104
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I . Nr.
bility of the school board in Anacostia lies%in its conform-

- - ingto the recognized professional-elected offi5ial model.

(Admittedly', the Region I Board toes not have final 'say; the

. *

D.C. Board of Education.bas that. But in practice, the com-

munity-elected group is rarely overturned and thus ,unctions
,

as its owq- board of education;)
4-r* k

Sixth, the Planning Council, Anacostia Community_School

Board, and now the Region I boar t had access to relatively.

large sure of. Federal dollars throughout its 10-year history.
.

In a poor' community and in a school bureauc acy as well, the

control over budget meant er, legitimacy,, and a reason

to be.. Initially, the promise $25 million, later $10 million,

and finally, $1 millioh for ye one enabled the projectto com-

'mand the attention of members of tWcommunity, to bring them.

to Summer workshops at $15 per day, and to e 1st their loyal-
,-

ty. Some of these folks were in turn hired, as Community Read-

ing Aides and Community Organizerg. Hence, the funds kotal-7,

almost$7 million) allowed the new hoard to "buy off" some

potential dissidentS and to give focus to activities: ,how

to allocate the money. Through the writing, submitting, and

rewriting process, the boards Jearned the techniqueg'of gr,ant-
.

getting and the problems of bb.lancing the, Myriad demands of

their own constituency. Funding efforts were a kind of work-
.,

shop in urban school governance rd finance. Even when the

funds themselves were diminished by 1977, the Region.I board

was in control of hiring and firing key adthinistrators and

overseeing the operation of local schools; hence, the budget
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.1
per se was greatly reduced but the-authority over jobs 'with

large salaried remained, making a ,commitment to continued

participation as boardmegibers attractive and interesting..

Finally, seventh, -the permanent incorporation of the
..

4
'Region 1 board into DCPS governance was acbompliShed easily

.

because the iiinovation did not cost the school system any
* .

money. VI times when District fends were shOrt, the proposal_

to-continue the role of a community board was attractive be-

cause of its price tag.

--in sum, tlie continuation of the cginmunity school board
4

,

as a permanent component of the District or Columbia school

system was made possible by its long existence, invarious'

forms, as an arena for community sentiment and decision-making;

by its broad community and professional support, unlike its

counterparts in other cities; by its black constituency in
/

ai

4.- a nearly all-black school system; by the presence of a com-

mitted middle class, w,ho were willing to invest time and energy

3 into self-governance for'the Ancostia community,. by,the

ing relationship between school and Federal agency profession-
,

als and the community members;.by-the funds and power the

board had almost from the onset Z5f the project; and by the
4 .

absence of real dollar costs to the system for the continlo-

tion of the community boards- -arid also, incidentally bpt
-- 4

similarly, tille loyal school boards in each of the 30 Anacostiar'
1 r

*.sChopis (see Table 8 for location and concerns of local boardsi'.

We do not wish to give the impr- ession, however; that

the community boards had total control or that there were not
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Summary of Sept -met Local School Board Meetings
*

4

LOCAL .

SCHOOL BOARD MEMBERS
NO. BOARD

P SENT i
// NO.

'

NON-BOARD
ERS PRESENT

.

SIGNIFICANT ISSUES

Ftiendship

Garfield

Moten

Savoy'

./Birney 4

Congress
Heights

,

Douglass

braper
.

Mal,colm X

Hart
'

-

.

.

_

. 9

8

8

- 8

-i.

14

5

6

9

8

r.

-

,

.

-

t

.

.

37'

_

2

2 -

r
8.

12

3

2

13 I.

;

.

-

*
1 .

Safety, Helping- Hand Program
.

Goaks .for Coming Year;
Fund Raising Projects

RENP; Election; Parent Participa-
tion .

i,.
.

Raincoats fbr Students; Play-
-ground; Election
c2 .

4

.-

PA System; Securi Guard; School
-Plans

School Budget; Tee yell SchOol;
Title I end RENP; Sliecial Stu-
dents from Simon

:Ele4 ioh; RENP

'Organizational Meeting

'Midget Hearing

Election; School Conc&rns
e

Ninth Quarterly Report on the Progress and Activities, of-the'Response to
Educational Needs Project, October 31, 1976.
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forces, at work in,the systerethat countered their atithority.

Where were. The road from Ad H oc Planning Council to Region

I 'Board was a, long one, as the sections on planning and,im-

plementing have shown. The board effort_was 'certainly made
e

more difficult by the near total lack of Oecision in, the

'original President Johnson plan for the District schools.
-

It was. apparent that no one' had a clear view of how =it would;

C

.go. .Would the community.6tta'ke over" the s

there be so much inexperiehce that the, co y would e5chi-
.

t_
bits, taa apathy? No one knew. President Johnson, evident-

.

ly, had a habit of off good ideas crom_the Federal

departments, pushing them, land throwing them litack to the

ou ld

agencies for implementation. ACSP was treated in much this

. ,way; and so was the community. involvement purpose. Once the ik
. . .

.

:,

program was launched; the erivirdement was so unstable that

no one was sure,how much authority the community bOard actual-

ly hac1;--- whether the Federal government-would-supply the funds;

and whether the actions of the.Anacostia board, staff, and

program were satisfactory. ,The fear df loting,the project,
;

gaivinized support in some cases,. also complicated

the pxoblem of community.,governance. In effect,*the same

confusion that afiected the early history, of th&iprbjett htdi
24**6* 9

its impact on the board as.well. .

Alsot, one should not overestimatwthe poiicy-making
4

poW,er of any single body*in the complex School setting: true,

the Region
4
I boarpl, had tremendoa'Inkluence on the replacement

of top Regional personnel, as we have discussed. But on major

109
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-4..polii.cy.iisties, the r ules. of decision-making required themr.,v

assent of the D.C. school board, the Congress-when
I.

fundiAg was involved, the dOurts,and the professional staff
. 1

.to'delivee the' services., Rapid changes in the schools,

,
102

furthermore,. definitely affected 'tbe 'f.59,e'reign of a communi-
,

ty hoard. For example, the prerogatives of'any local overn-

ing board in,the. District of Coltnbbia were constrained by

several important court decisions: In Bolling vs. Sharp

. (19.54), the,companiondetision to Brown vs. Board of Education

11955) `for the Distr.ict.under the 15th--not.,the 14th Amend-

ment-f-the U.S. Supreme Court found the two "divisions" in

the schools (Division 1 for white staff and students;.6ivi-
,

sion 2 for black's)-created a highly seggegated system and

ordered the immediate merging of the divisions and the de-
.

segregation of the public'schools. Such a city-wide man-

date from the courts, wi1th additional pressure from President

-Eisenhewer, ,led to
.

school desegregatiOn, but also to track-:-
...,

.

f/
ing within sch%ols, thus allowing integrated schools to

. .
. ,

serve the needs of theyariods academic lieveli'in the buila-
_--, 1

ing,- or so the argiament 'went.

In 1967, cilfil rights leader Juliusii. Hobsbn Initiated
'..,-- --

7 1,
, , -

,

a class Wtion suit against the schools and particularly Super-
.",

*it

iktendent'Carl F. Hanqen;,Judge J, Skelly Wright of'the U.S.

Court of Appals rulecilthaethe track Vtem was d'

-tory, since intraschool.segvegat ion-Ly race and c1 .d

Occurred. He ordered that` ie tracking system'be abolished

and that free bus transportaMon be lip available toichildren

4.
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wishing to transfer front crowded (black) schools to less

clowded (white} ones. The perhap4 unintended result of bath

*
the Bolling,v,. Sharp and, more dtamatic411y, the Hobsen vs.,
Hansen decisions was to concentate power in the central .

. , -

,
office and school board ap officials worked to comply with the

5% limit (i.e., no D.C. public school can vary; thanthan 5%

above or below, the peg- building median on per-p4041 expendi-
,

ture). Ialloue add Smith point,odt, for exanipleL'that the re-

assignment of 120 teachers in May 1972 to turner compliance

was an act'of a strong, centralized--not decentralized--s-chool
to

system. Hobson himself, according to Lalloue and Smith, wad,

said to believe:

. . . the quest for equality might put an end to
talk of community control, for only a strong cen-
tral administration can de'vise and implement a6 v6a.-
able-program for allocating school resources equal-

. ly across the District. . . . In theory, equaliza-
tion cou).d be Combined with local control (or widen-*
ed community participatio). But.in,practice, fis-
cal control and'policy ,control have usually not been
easily separable.65

,

Still another limitation on the authoritybof the Ana-
'

.

Ana-

costia community board7-and any local board--was the "civil
,

_-...

service" tradition so central to.the public employ in the
. .

District of Columbia. Sa while the cd5mw)ity boards had .'

clout with the top admipAtrators in the Region; the inf.lu-

ence on reguar teachers and other staff was severely limited

by inpenetrability of the civil service ranks.

But despite thd-long history of confusion, the external

and political forces, and .he general problems of

4f,
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.. ,.

. .- . . . '., maki-ng-Organizational changes, the Region I school boardis
, ,

f.
,..-. ,

ai

164 .

verl.mucAlla reality ih Anacostia.' Its goalscommunity in-
. lk

...-

. -
volvemerft,4n

,

scpool decision-maiinghave sufficiently
,

jibed
. .

with thc(se,aflibe/schC,o1 system that the board is now a legi-
; .

, %-?,
:;.&. , . . 4:1

.

.1 . timate part 5 the governing process. A regular mechanism .

4
.41& of-eleCtiOns is permanently estabIi410-fae- 4e151acing members
N. '

. , ." f
on,..the egion,I Boar4 perpetuity. is assured: The systdm looks

46' to the0A fd for advice on personnprograffi, building up7

keep other -needs. The Regiop T superintenberit, currently

Rubin PierCe, ces his job to the.-Board; he attends their meet-
4 r VI

ings, justikas Viri ent Reed attends meetings of the D.C. Board;

prinCipals' jobs too;-ae in some real way dependent on the ,

local schodt-boaras, though their existence and'activities-

ate somewhat less-Consfant.. (It tak.es longer to establisoh.30 4

_ f_

smaller boards :centered around the 30 Anacostia area schools

-Nthan one Region -

I board, or so it seems.) Hence, we conclude,

the institutionalization of community involvement in the
.

Region I boards is,r- result o; the funding, activities, and

attention that the Anacostia community received through the

.,
existence o ft e Anacostia Copmunity Schotl Project-Response

..: '
to Educational Needs -Project, 1967 to 1977.

Institutionalization of I-nservice Training
.

A brief history: At the point.of.fuil implementation_

in 1976, thk.inservic.g staff development component invOlved
,\. .:

. ,-

14 Schoop-'(1 high school, -1 junigr high school, and 12 ele-
......, .

..) , .i..m./5. *
Mentaryi ; 122 teacher trainees 4.re, mathematics, -111 teachpr

. . -......_____;._-__ ,, :
.

L
.,112
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ttaineeA in reading, working indirectly through the staff
t T

*
-
membergith sollie.4

,
142. students in mathematics and about '1

/., , , ..,..:
.s

.4 .

.
. ,_ 3;351 Rupi16. in Teading (though direct instruction-tf young=

. stars was. pot a primary goal ofRENP). Our ,purpose here is---
.

s :-1
.

.

Rot to detail: the. actual 7prograM nor .to evaluate the 'out-

comes

a

..77.

comes-bu'ratber to considir these activities as part of

the overallschangt.prOcess'(other 4ections of tie final eval-

uatiori discuss the impact, of RERP.on stutdent learning and self-
.

- ..
- . .

concepts) . It is'sufficient 5.0 mention that the RENP pdago-
.. "

OcaI method in'Math involved:. (1) individualized instruc-

fion and student Troblem-solving,e(2) a diagnostic and pre-
*

.

scriptive technique, (3) the application of mathematics to.

:other fields like business, consumer skills, career planning,

.r-1d social studies, and (4)'the covering of such baac con-
/

.cepts as whole,number,rational numbers, sets,.141.ear measure-

men t, and elementary mathematical reasoning. In reading, the

RENP approach. consisted of (1)=-44tening, speaking, and writing

skills improvement, (2).- use sof instructional materials, test.-

f-laking skill building,Jand classroom management, (3)effective

plAnning, diagnosis, and individualized instruction, 'and (4)

wotd recognition, coriPrehension, And developmental. reading.

But, as.discusAe'd in earlier sections, the inService

training compo neht was not fully implemented until-4)e

eighth.yearAof.the prbject. First,..the program traid the

,;lay reading assistant (1968169), placed them in ,classrooms,`

Nr

and only later used them to relieve the classroom teacher's

,tb attend training sessions -in the math labs and readings

113
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centers; this development g./ out oft set ,the r planned project ar,.

4
in 1973-75 when the National Institute, of_E iucation inherited

the
/
program from' the U.S. Office of 'Education and retitled

It RENP.

1
(at firs

tators) ,

Hence, RENP qua

tcalled Trainers

60 instructional

RENP involved 16' staff developers
,

;I
of Teachers,: later )Program Facili-

aides, and 1 1rcommiutityi6rgnizers

In order to analyzethe process ofliinal instiittitIona17-

ization o' the inservice Component, then,'we shall eXamine

four aspects of the program: the transition &f staff func-

t±ons from federally supported RENP roles to red lar
.

supported` staff in the'DCPS; the incorporation f RENP teph-
,

niaues into the repertoire .of the school system/ the place-

meat of inservice educational facilities in permanent quarters

in Anacostia schools;*and the integration *of. RENP staff de-
-

velopment materials into standard use ih the system. It is

the permanent use of stiff, _techniques, facilities and materi-
-

els that 'forms 'the heart Of our analysis of change in the

'school system resulting from the advent of 'the Response to
k

Educational Needs Project (-thOugb the termer se i not

used--"g"taff development" is the name on hears whn phoning

the headquarters of the project).

The Incorporation of-Ihservice Staff

RENP involved primaLly three groups of persohnel: in-
.

service educators, aides and organizers from the community,

and. the 'management staff (the last groUP will be discussed
,

in the next section under project management).

1114
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First, the "Utilization and Dissemination Plan" states,

that ". . . beginning in September 1977, the DIC. School Sys-
.

tem will utilize the training and expertise that has,been

acquired bxatihsapresent Program Facilitators by assigning
-,1

them to the sixteen (16) remaining schools in Region I which

have notIteCeived the RENP treatment, thus,4regionalillmg-the

RENP concept in Region I . . .

.66 In actuality, however, the

Progrifra:Fadialators have been placed in'available-classrooms

throughout the system and their -function of inservice educa-

tors has been, for, the post part, taken over by, two groups

_-
not previously affiliated with RENP: the Resource Teachers

and Peer Teachers. , The former, numbering 60 in the fall of
S

1977, are teachers who-usually worked at-large in schools

with students, helping them with special problems. Undei the
I

reconstituted and, incorporated RENP, these staff are now
7

asked to work with other teachers, holding-trisFrvice sessions

in the individual buildings. The Peer Teaching Pri*ram,

operating out of the Region I office, provideSan opportunity .

for REIP-like inservice support to be available to Region- I

#
teaaiers when the, come to the Friendship Center, for inservice

.help. And in some as yet undetermined situations, building

principals are allowing former Program Facilitatorswho have
0

returned to classroom teaching (at salaries below those re-;*-

ceived while those personnel were Program FacilitaAors with

RENP)--:to function during free periods as,inservice readers,_

though no data 'are available to confirm this arrangement

It is interesting that the role of Inservice leaders

has not often gone to Program Facilitators but primarily to

'115
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othb"r school distribt staff who themselves have a loosely de-
-

-, . 4
\, , ,,,

E;med role in the school system: Obviously, the costs to
,Th 41.*

;the sChodl'system of using onboard-Staff is minimal, re--:

DCPS budget (now that Federal funds. are gone) of

Carrytiligtsome 26 Prograin Facilitators at salaries higher than

regular classroom teachers receive: Also, the press for staff
,

ge...,:' t'S'a RENP-like inservice_development was sufficient to-pn-
,w. .. .

- Aist in the Region I buildings the use of the Resource Teach-
,

:trs, a !froup of staff with some "slack" in their s'hedules

and a rather logsely defined job descriptfon.'1Zhis form of.

mutual adaptation, -wherein the P effort receives inservice

4taffingand the school system cus a position (Program faci-

,

litator) is costly--seemss.quite ingenious if, of course,

it works well is year (additional time and data are re-

quired to answer the query).
0 - ;

addition, staff at the Friendship Educational Center,

a new elementary school ii Anacostia, conduct inservice

shopf 4achers from all over .Region I. These stafffin-
..,

elude, as mentioned above, the Peer Teachers who are paid

from regular DCPS budget categories and who work out of the

Region I 6periettendent's office, and the "central statf of

former RENP to be discussed later (they include Dan Jackson,

PrOject Director; Mary Johnson, Director of the Math Compon-

ent; and Helen Turner, Director of the Reading Component).

During free periods, teachers leave their assigned schools

and come t16 the Friendship Educational Center for a few hours

of inservice activities--aimodification of the -RENP approach

c,

116



/4 c

1-09
.42R

a
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/ a

of in- school staff development. We shalidiseu-ss the mechanics /__.
.

.
.. ,

s -.-
of the inservice program shortly.

3iA :
Second, the late of the .Community Ma, and Reading

Aides and lay Community Organizer, s: N( mention of the commUniC

ty aides and organizers'wg made Tn.the "Utilization and Dis-

semination Plan.4- III4he spring 19/7, tife.-District of

Columbia schools issued a Reductipn'in Force (RIF) for em-
-.

ployeez of hENP only, an order which was challenged le gally

through the appeals;-process: Usually, when a-Reduction of

Force was requested, it pertained to .a whole category of em-
,

ployees across the school system. Meanwhile, the Region I

Board attempted to find jobs fot the Program Facilitators

and Aides, Also, Local 20 of the American Federation of

State, County, and Municipal Employees (AFSCME), AFL-CIO,

who represented the Aides and Community Organizers, considered

a law suit to stop the firing of these RENP staff members. Ey

September 1977, someNow, the school system absorbed all Jut

five of these erdployees in aides jobselseWhere_in the Dis-

trict schools, as Title I (Elementary and.Secondary Education

Act) classroom.,aides, for example. The five not employed
0

voluntarily withdrew their names. Thus, while this-compon-

ent of RENP--the paraprOfessional staff--was not institution-,,

ized into the system, these previously unemployed and un-.t.
.

, , _,

4--..
trained community people, some with nine years seniority;

's, .

. . . have now found work. inn the school system4 an unintended'out-
/

e
.

come of the RENP.experiment but a worthwhile one nonetheless.,

The job s of community liaison and classroom assistant ire stiff

1

.17
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being performed but under different.aegis,as will be dis--,"

cusspd'under the new RENP.techniqu'es. (The Program .Facilita-

tors, because thgy.had tenure before taking jobs with RENP,

were returribdto their classrooms, at a reduced salary since

they were not 1;nger supervisors.)

Third, the manarment staff of project was given-

a primary function in the utilization plan. It stated:

A Director, working under the supervision of the
Associate Superintendent Of .Instruction, will have
day 7to-day -supervisionof"this effort with the as-
sistance of a Director'of Reading and a Director
of Math.67

But because these°staff members, Dan Jackson, Mary Johnson,

and Helen Turner, were fundpd by a Federal grant of about

$140;000 from NIE, it ig too early to tel where in the sys-

tem they will be incorporated. Their function, beSioles that

of supervising the in- school efforts f the Resource Teachers,

As to run weekly workshops for teachei-s who come to the'Friend-
.

ship Educational Center, is to handle the general dissemination

of the program, and to publicizefit to school principals; en-

couraging them to send,staff down to the Center for help. and

to organize the in-,scbool component of the project-.

The Institutionalization of RENP Techniques

Initially, the Anacostia project had no particular ap-

proach 'or even, a stated set,of goals--other than the most

general desire to improve education inWpshington, D.C.

schools, to make the system a "mode - school s stem, A "geacon

to other urban systems, a "laboratory" (all these terms were

ts

a



used by Presidentk

111

t.

nson and others). Later, during the

redefining that ac mpanied Phase land Phase 2 (1974-76),
4

the purposa.bec4me that of:.' ". . ...improving the-reading
0

and mathematics 'achievement levels of students, through a

con-Cettrated staff development program for teachers . . .

414
yhiCh "emphasizes the diagnostic/prescriptive/individualized

approach to teacher staff development and student instruc-

tion."68

Thus, in the implementation stage, 1976-77, the_tENP

O'approach was quite cleaily "academic "` in nature, or. at least

could be termed "cognitive"--providing teachers with the

kills iqphelp the children learn the basics:(_ reading and

mathematics. In part, his shift ftom many goals (including,

getting a1Ing.Better with teachers, getting marketable skills,
0

/

improving3 their relations with possible emploYersi to specific

and acadvic ones was a sign of the times. All across the

4,

. nation, families (particularly poor and minority ones) were

demanding that the school move "back to basics" and the Ana-

costa community was no different. Also, the RENP approach

to teacher training was sim,ilar to national trends in staff

'education: that is, the process stressed that the Nails,

should reflect the goals or ends. How does a teacher figure

out what the ends are? He/she "diagnoses" (first) the child's

"problem': Then, a set of activities are utilized to

corfect the weakness and retesting/diagnosing are done:

This parAdigm, based on a rational; means-ends construct,
.

can be traced to the theories 5f B. T. Skinner and other neo-
.
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behayforists. Often using the linearity and interconnectedness

(not to mentiCli the terminology), of computer programMing,

writers like Robert Glaser explain:

Once the content and the component repertoires in-
volved in terminal objectives and subobjectives are
described,-and once the entering behavior of the
student is also described, a precis instructional
process can be implemented."

-

te

*.c

.

-The process of instruction-is thus sequential. It links the

-intervening steps to the proposed outcomes; and the sought
_

iP
after outcomes are behavi01--observable and measureable--in

'nature.

The "curriculum" of the RENP ineeivice ptogram for the

'4 teachers was the diagnostic /prescriptive /individualized method

to be used with the students. .Thus, the inservice program

consisted primarily of introducing and practicing the tech-

niques of reading/math instruction, techniques premised
n'

the neo-behaviorist framework, though greatly simplified; As

but one example, consider the followingcriterion for implemen-

tation of the planeAbr teacher training (all quoted from the

Formative Evaluation): 0

By February 1, a detailed plan fot training teachers' to
mesh children's. skill development and functional applica-
tions will have been prepared;

The plan shall be implemented; Trainers of Teachers shall
be'training teachers:

- to diagnose individual student's skills

-.to gro4 students o f similar ne eds for instruction

- to plan instruction for grdups and individuals based
upon diagnosis

/20
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- to teach skills within an applied deyelop-
mental context in the regular reading
/math? period and in the contentiareas."

;

Or, in the Tans age of-fhe Seventh Quarterly -Report of RENP
, .

..(all. quo'ted):

1. All teachers, irrespective' of their areas of specialir
zation, are expected to possess the following Cdpabili-
ties: 44,

a. Teachers will be able to diagnose reading4ad
mathematics problems /based on the Prescriptive,.
Math, and Prescriptive Reading Test and other
measure/.

b. Teachers will be able to design basic individual
prescriptions for diagnosed problems.

"C. Teachers will have a knowledge of the service
available to deal with identified problems.

d.Teichers will be able to spot problems and Real
with them at the_ le.at possible level.

e. Teachers will beble'to deal with heterogeneous
group,4gs in their learning center in the class-

,room.

,The underlying rationale of the diagnostic/prescriptive/indi-

vidualized approach,.again, is (1)Ahat instruction must be

linked to needs and 'desired outcomes--the endi-means relation-'

ship; (2) that treatmentd must be sequenced (see item d above:

"deal with them," the problem, "Vat the lowest possible level"

ore going on to higher and more difficiflt material); and

(3) that instruction must be individually - tailored to the

learner--much as the computer assistbd instruction is capable

of branching to meet the special problems of childien.

In 1977, when the Staff deeloPment approaoh of, RENP

was meshed with the school system-wide instructional approach

121 ot.
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called the CompetencS, Based Curriculum (C8C), the fit was an
A

easy one. Wh Because RENP methods and CBC approaches, are

both based on the same rationale: then'en-behavioristsicon-

tention that learning is structured ground kns-end.para-

dign. In the "Utilization and- Dissemination Pliatipopted.
4

bi`RENP, the spool system, and NIE, the language s amazing-,a

.ly similar, and wequote:72

The following skills have been identified as being neces-
sary, in order to effedEtively implement the Competency,
Based Curriculuip, and to as ist teachers in dealing with
students' reading and mathekiatics, needs.'

7 Diagnostic/prescriptive/individuatized- instruction
,(Model: diagnosis; prescription, application)

-__Testing-taking skillS

- Utilization of instructional materials

- Establishing learning centers and learning situations

- Correlating instructional materials, activities,
games, etc., to the,gbjectives of the Criteria Re-
ference Tests (PMT 'arid PRT)

- Re-writing instructional objectives into behavioral
objectives

- Writing and categorizing behavioral-objectives with-
in the three domainS (affectiVe, dognitivet and
psycho - motor- -Bloom's Taxonomy of Objectives)

Establishing behavibral objectives relative to their-
.

competencies under the five skill classification
categories:

(1) analytical -skill (2) consumer/producer
skills, (3) communication skills, (4) sobial
and political skills, (5) self-actualization
skills. I

.

Thtis; it seems clear that the institutionalization of the Ama-

costia project was greatly facilitated by the nature of its
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program. It did, in other words, fit nicely into the DCPS

'approadh.eb teaching children--,--the .CEC, and thus to the in-

service training of staff. Had the approach been vastly

different, the project might have found incorporation the
*

, .

more difficult.
.

.

Emerging, furthermOre, over a ten-year period, was

ian arrangement involving full-time andLin-school teacher edu-

cation. In each target schoo.1,.a reading center add/or math-

ematics laboratory was established, staffed by Program Faci-

litAtor and aides who relieved teachers for work in the labs

and centers. The comMitmentsin RENP was to an onsite staff

and help which was constantly available for teacher,develop-

ment. In September 1977, however, a major change in program

configuration was made: at the Friendship Educational Center,

an on-going teacher workshop was established wherein teachets

left their assigned building, reported to Friendship, and par-

-ticipated in sessions headed by the reading and math component

4,

lirectors.

The techniques works as follows: building principals

..

are notified each month of the morkshops available at Friend-

ship. Dan Jackson explained that he and his administrative

staff met with all Region I principals.in groups and indi--

Vidually, "selling-the principals on the staff development

,opportunities that are open to their staff under release time.°3

Principals then schedule their staff so that a teacher could

4

put together his/her free.periotrand a contiguous period wheh

a special (art, mulic, physical education) teacher takes.the
ih,,....

-....., ,
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'eacher's'class. With two classes beck-to-back, the teacher
\..

reports to the T.riendship Educational Center, where with
.

14-
aboui- 10 12 other teachers, they partiCipate in a workshop

mainly concer ned with the indivitlUalizatiOn o5f instruction

and the Competency Based Education approach which is now a

mijor, part of the DCPS staff detelopmenticurriculum. c-
.

.z there is much to be said in analyzing the new RENP
%.

staff Idelie lopment approach utilizing in 1977 both,the in-school

training of t
. 2achers by Peer Teachers and Resour Teachefs

\
ancin the off=the use of Friendship Center. First, further

,

research is necessary, comparizigsthe results of each setting

on teacher re-education and student achievement. Which site

is better, given the cost:of operating a single, centralized

program versus 30 such smaller programs intbe 30 Ana stia

region schools? .What trade-offs are there in quality between

-the Resource-and Peer Teachers who operate without much direct

supervidion from the Jackson administrators yet who are close

and convenient to the teachers, and the Friendship staff who _

are well-coordinated and have much more experience in in-

service education for staff? Is the abandonmentfof a primary

.emphasis on on-site full-time inservice education a major loss

in the esdence of the RENP approach?

Obviously, a few weeks into the new arrangement is too

early to tell whether the mixed approach .(of on-site and off
.

site education) is superior to last year's oh-site arrangement

alone in the 14 schools. The location of inservice programs

in 1,the home schoOls has had, certain advantages -- thought t is
e'

4 e
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difficult to quantify therd4for purposes of comparison. Such
'

training is always there and convenient.- It can allow teachers

to seek immediate assistance from the teacher trainer when

questions arise; just in terms of time in training and con-
,

scStenc4 of it, therejs.no easy substitute. for on-site-staff

development. But the cost of maintaining Program Facilita-_

tors in 39 schools (or more if all of the school syStem is inr.,

eluded) is very high, way beyond what, the'DCPS can afford,
''/-

.
,

,
, --- .'4

pecially without massive infusions of money from an outsi
: , -

/ ency. Second, there is some, benefit for teadfiers to "getting

'1
y from familiar surroundings to learn something,Inew. There.-
a great incentive to use the few precious hours weekly at,:

Friendship to work on improving skills: in the teaching of:- .

thematics and reading. And ,since thede.teaChers,have been

sent to Friendship with the blessing.of their principla, there-
-

is-added visibility and expectations to wOrk'on teaching

skills.

The training staff--i.e., Ms. Turner and Ms, Johason7-

have a good opportunity to practice and perfect their-presen-
.

*tation and teaching skills while working in discrete time.

blocks with teachers, in a neutral setting away from, the

interruptions aid distractions of in-schook/ life. Thus far,,

Dan Jackson reports tha:t over 100 teachers have"come to

Friendship; the idea of sending teachers thefe for addition-

al al work has caught on;' and he is most hopeful that the'inter-
.

0 est will be maintained.

Also; iJit shouldbejemembered that While the Friendship

a 125
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componeht is operating, the in-school component is also fbnc-
,

-tionihg, all in4 ideas to be presented and demonstrated at

Frien4hip d practiced on-site. The reinforcing qualities

of the two -site apprOach has potential; only further ohserva-
.

tion and study will indicate if this dual method is working.

Net year,.pf course, when the $140,000 of Federal support 1&

spent/ the .Tiiendship segment must be assumed by the school
.

district or .be close& down.

A;fuither word about on-site and off-site approaches:.

it is ,unlikely that there /5 a significant-difference 'betWeen

the two., Rather, the criticrf variable is availability,

quality, and of course, use. Whether,he training situation

is located 'down the hall or down the street seems less critical

than what happens in the session itself. Our survey of liter-
I

ature 61?ne for, Task 0 shows little clear evidence in the liter-
.

atureshat in-school versus university-based ersus out-ofl-

school locations fdr staff deVelopment are superiot. Perhaps,

research- onstudent achievement done by Gibboney'Associates
\

reveal some differences.
. r.

Short of clear data pn student progress, it seems like-

ly ,that teacher involvement and un. f time spent in staff

deve ).opment are good proimate goal or the new RENP. Since

RENP w s paAtiallpntegrated into the school system through

ruse of-Veer. and Resourde Teachers and off-siteworkshops at

Friendship.usng Direct6rs of Reading and Math, it seems'

worthwhge.t0:continue supporting the two-pronged approach.
, :-

It certainly seems superior to the traditional teacher work-. ..

.

ship'w0.ch often comes two or three times a year when students

I`, 4

,. ,126

4



,119

are dismissed', Staffreport to large-scale.sessions, and then

- business as usual. The attraction of the new RENP method is.

as follows:
4,

Air

1. Teachers desiring additional work on.re ding, and
1

. .

'mathematics, "(diagnosing, prescribing, and tre ing students ,

with problems) have,a place to go, people w th whom to nark,

a method (the Competency Based Curriculum), and tools. They

only have to 5neck with their principal, arrange their time

such that their frike period and a relief period With a music,

phys a1 education, or art teacher are- juxtaposed, add go -
over to Friendship.

2. Teach6rs have in-house people.(Peer and Resource

Teachers) to observe and help them, based on what the teachers.
-

learned 'at the ,Center or on their own.

3. Principals now have a resource for helping "weak,

" or otherwise "limited" teachers, both as part of regu-

lar staff evaluation or simply as means of assistance: Re-

ferring a teacher'to Friendship is a relatively non-threaten-

ing,way of improving teacher performance, bringing to bear

a'teamtof specialists who are, hot part of the culture of the

school. Whether performance in the sessions at Friendship

is monitored and reported back to the bacher's building

supervisors is as yet unclear. We would-make a plea that
,

serious ciftsideration be given to Faking results of the work-
:

shops disclosure- free- -thus, allowing the teacher toXeork on

improving performance without feat of job loss or denial of

tenure.
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The Institutionalizatioebf Inservice Facilities
and Materials-

In the:past most school systems have devoted only

minimal "space" and "materials" to the improvement of staff

performancp: a "pedagogical or professional library with
C -_

books.and manuals, a teachers' workrodm, and that wag about

it- The Federal government has recognized this-oversight and

has worked to correct the problem, e.g., the Teacher Center
t

Program under Pilblic Law 94-482 (October, 12, 1976) which, in

the words of `the Act,

may develop and producg curricula designed to meet
the educational needs of the persons in the communir
ty, area, or state being served, including the use

/2-

of educational research findings or new or improved '"

methods; practices, and techniques in the develop-
ment of such curricula; and provide training to im-
prove the skills of teachers to- enable such teachers
to viet better the special educational needs of.per-
so such teachers serve . . .74

The Response to-Educational Nees Project, though pre-dating

to act, provided a "place" and a 7process" for the improvement

of teacher performance. IQ each of the "target schools," rooms

were set aside as a Math Laboratory.and/or Reading center, and

at Ballou High School a computer facili was included in the

Math Lab. These rooms fuyctioned as the special and identi-

fiable places where REM° activities occurred. In keeping

with the many goals cd the project, the rooms served many

functibns: first, they were the places,to which staff re-
.

ported for inservice-education. The rooms were equipped with

learning,materials for staff use, much of which was geared to

t. 128
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diagnostic, prescription, and treatment of student reading/

math problems._ Thatisusing the Prescriptive Math Test (PMT)
-

and Prescriptive-Reading Test (PRT), the teacher,trainers

showed, staff howto translate a student's weaknesses on the

tests to practical exeol-ses to corrtemt the problems. The

labs and centers we visited had each test component,coded;

likewise each remediation activity was similarly coded so

that a teacher trainee could relate ,t4 test. item to the

appropriate teaching exercise and post test. Second, the

centers and labs-mere available to students. In the words

of the RENP Final Report (August 1977),

On a regular basis, reading and mathematics stu7
dents attending the centers and laboratories were
administered individualized entry and exit skills
test, utilizing papez and peribil, manipulatives,
and games. Moreover, the Project was able to deter-
mine the extent to which these students had mastered
skills missed on the PRT/PMT based upon the skills
reinforced in the center and laboratories as re-
flected on the student's learning.plan, and pot the
teacher's assessment of the student's applicatt6n of
skills - learned as reflected by classroom tests,
oral presentations, and the student's a6ility to
move to the next level of,difficulty. 75

Having students and teachers working together irk the labs and

centers not only created a real§Ntic sting for inservice

,education, it also meant that these rooms serviced a number

Hof seidents directly - -as wall as teachers from readings moth,

istory, scienb arts, and vocational training.
.

Third, the centers/labs were the administrative s es in the

schools for RENP;- they were the "offices" for the project..

Only in
A

some cases, iaccording to the Fprmative Evalu on,
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were the rooms adequate in size, lighting, and location for

the task. In a number of other situations, the settings

were deemed by tWe G.ibboney Associates visiting teams to bel

inadequgte:
6

. . . one of these /Centeri7 shares he classroom
with Title I and an evening school siness
Of the other four., one is in an itorium with
persistent noise and po security for materials;
one is in a former stbrage room where conditions
are cramped Abtfewer than-an ideal number of stu-
dents are served; one is in a teachers' lounge
where noise is a minor inhibiting factor; and'one
is a small room occasionally used by counselors
'and teachers.76

Ihe'formative evaluation team concluded that the teacher

trainers bad made the best use possible of the surroundings,

only five-were found both secure and separate and thus ade-

quate. We did not investigate whether additional classrooms

were added to the number of good ones, fpr the few we visited

were large and well-suited to,the needs of the,program.

In the summer of 1977, when the RIF was ordered and

the negotiations began for the acceptance of a utilization

and dissemination plan, the labs and center's in the 14 or so

schools were closed and the diagnosis, prescription, and

treatment materials were assembled and moved to Friendship.
4

The reason given was security: that the district could not

guarantee-the safety of the.materials.

In September 1977, the plan for the new program was'

to urge all 30 prihcippls in ttegion I to set aside a room

for math and one for reading, to be used as labs and centers,

and the stored materials including tests, workbooks,exercises,

130 4
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boxed materials, manipulative materials, games, and so on

would be distributed as schools, requested them, until the

materials were all gone. Then other instructional parap

alia would be made or assembled fiom existing stores in the

system. Recent interviews with the,Project Director indicate

that the process of establishing resource rooms for math and-

reading has just begun: Principalg are busy and the request

from the project office is considered of-lower priority than

many other daily jobs. Without the full-time presence of-the

Program Facillitator, the functioning of the inservice program-

depends on the-project's central staff-in the on-site visits.

Once, however, a room for each skill area is established,.the*-

likelihood of maintaining it are high. First, teacKrs may

become used-to having a-place to go, to have materials availit-
.

ble, an to have access to help on a regular basis from the

Resource Teachers, working with the project directors on-site.

Second, the initial cost in funds and.. energy to set-up a room
4

are-small; many schools undoubtedly pave space for a math

and reading resource center - -as well as one for science,

music, art, and social studied'. With the rather clear de:-

cline in pupil population, even in more crowdqd areas like k

AnacOstia with new construction being completed, the chance-

of,having an extra room or two increases. Third, RENP tried

to work*with only a cross--.section of staff from various dis-

ciplines_, A number of informants wished that the labs and

cefters Would be open to the entife'school; in, then secondary

-schools, these rooms should and often were opera ed by the

O
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English and Math departments, though the materials and the

diagnostic, prescriptive, and treatment approach was basic-,

ally geared for-much younger children. In particular the

skills hierarchy in math, for example, was only arranged

4for the basic operations of arithmetic--not algebra, geo-

metry, or calculus, though. the testing apd teaching materials

might be Oared for the upper grades. Also, the Piogram

Facilitators andeides were often trained for elementary

teaching and might not fit into the new secondary grogram.

At any rate, the institutionalization of the labs,

centers, and materials can be, accomplished with little diffi-,
Ow.

culty, once the personriel and management are in place. For

the one thing public schoblg_have today is space;perhaps

along with the library, th schools 9f the Anacostia community

will also have a place to help staff improve their teaching

Of reading and math--as wen: as a place where studentscan-
4

report for additional work in basic subjects.

/ The Institutionalization of the Project Administration

From the onset of the Anacostia project, the program has
.....--

had some difficulty with internal management. The project Di-,

rectors came and went; the supporting administrative slots

were ereatectaaa changed, often before staff, could be hired

to fill them. The jobs were often ill-defined and lines of ac--

countability were unclear. Furthermore, the structure of th
9

Project itself made internal directions difficult: (1) these

were multiple sites, as many- as two centers/labs in 14 schools;
.11,1111/.

(2) the Director wai accountable to.a number of inside and

a2
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. outside agencie's (including the Region I board, the Region I

superintendent, and key people in the funding 'agency/ NIE);

(3) the Director had no clear and direct line into the cen

tral hierarchy of the DCPS; and on -site lined of authority

were unclear foi a while, with Community Organizer's account-

able to no one 'on -site, `"the role of the, principal of the

school remaining unclear, and the high and-junior-high (at

Ballou and Hart, respectively).department chairpeople (Math

and English, though all disciplines contributed trainees by

lottery to RENP) remaining important but outside the RENP

framework. .6!

It is no wonder, then, that during the negotiations

and replanning in Phase 1, Phase 2, and the "utilization dnd

dissemination" phase, the Federal agency involved-end DCPS

administrators spent a large amount of tithe specifying the-

nature of the "managemdllt system" for the'Project. To a

large extent, as we shall show, the institutionalization of

change in.the school system results from the meshing ofd, the

t
structure of the staff development project with the 'structure

of the school system.

On February 13, 1976, the National Institutq of Edu-

cation specified the grants and conditions for

1976, number.ing 62 in all. Eleven of these sp

went requirements, including '(1) "an interna

evaluation s ystem of all personhel at every level," (2) fund-

ing for valuating implementation and program qual ity," (3)

the instillation of a Management Information System for

fiscal year

cified manage-

semi-annual
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financial, accounting, scheduling, progress monitoring, etc.,

the hiring of key staff under NIE and DCPS review

ly,%(5) the use of technical assistance in setting up the

management system, (6) the coordination of RENP with other

federally funded programs like flight' to Read, Title I), (7)

the keeping of monthly accounts of all expenses,. (8) -the -

)

guaranteeing'of access to the project by outside evaluators

in doing the Formative and Summative Evaluation, (9)lthe

guaranteeing of the right to review prior of evaluation anstru-,

ments and milestone activities by RENP and the school district.,

(10) the setting of-terms and conditions of &ate overridesraner-c

(11) the sptting of dates of completion ofAasks under Phase 1.

'It is evident(grom our research that efforts were made

during 1976-19'477 and in the following *choal year to tighten

the control over the_iroject; to-create' procedures for oper-

ating the program, to make subordinates accountable to admin-,

istrators above them, and to establish report;h'g times and
-

means. This was true not only for the wok of. RENP staff

(the internal workings of the project) but also in the-re-
.

lationship between the project and the school systeM. For

example, in each RENP school, the Program Facilitat (1976)

was given primary responsibility for-the operation/of the
-

on-site training, with aides and Community Organizers report-
.

ing directly to him/her. In turn, these PF's reported to

their 'bomponent heads, whether math or reading. These super-
.

visors, in turn, reported-to the central head, the PrOject

Director, who- as responsible to the Region I board and the

.10
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. Regional Superintendent. The RENP head did not officially

report, or haire a formal relationship with anyone "downtown,"

pother than. through the Regional Superintendent.

When th6 reorganization came in the summer of 1977, a-
-

clear' effort was rt4de_to afixthe program to the.overall

structure of the school system: in particular, as shown ire

Figure 1, the Director-was placed on the organization chart

under the staff development head in the Sy-stem, the Deputy

Superintendent for Instructional 'Services (Dr. Jim Guines),

giving the program a label, a slot, an idenUty that large

s
.

systems require tb recognize and deal with a new program.

Functionally, however, Dan Jackson works most regularlyiunder

en Pierce, Region I Superintendent,-and the Region I bo.ard,

tnou h this' relationship has become less intense, now that

Rev.. () I board is concerned about the workings of the entire

region and the areas of control under RENP are smaller. Funds

from NIE,are all committed,and t hiring of community people

has ended.

,Thus, as Mr. Dan Jackson urged, the board should not

see itself as a RENP board but a Region I gdveining body. In

earlier phases, the Anacbstia board had a million &liars or

more yearly to oversee, -large numbers of local staff, and

often ,a-loid to f±11. In the 1977 situation, however; ,the

projecf is operating under the central office, `the school

, building principals,-apctl.fM;Ach more closely` managed. This

is not to say that,the Regioi I board ignores the staff de-
.

Velppment project. Rather it handles this concern along with
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The New and Old Structuring-of the Anacostia Project:

Relations among.the Central, Regional

and Building Offices

Old Structure (1975-76). :-New Structure (1971 -Pres.)
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Supt. Reed's Office

Region'I Level:
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many others.

A So
4 while RENP in the-earlier ph se, 1975-77, was a

kindof shadow organization, with its own separated admini-

sfrative offices, its own separate board (ACSB), and no direct

tip -in,to the downtown offices'of Superintendent Vincent Reed,

i bnow is inked up with the established power structure:

!4-under,,Guineb, under Pierce, under the Region 'board, and

in each bill-1.4ng, under the school building principals.

Since the principals "-are called on to schedule in-,school and

out-of-school workshops at the.Friendship.Educational*Centek,

they are given a major responsibility in the op eration of_the

inservice program-. What has happened the process of

-mutual adaptation of RENP and DCPS structures is the recog-
. A- .

ninon of the lines of authority, mainly from downtown to the";

Region, from the Re:71h to the principal, and then to teachers.

'The project is now accommodated, to some extent, into the

structure at each level.

1. Downtown: The project links into the staff develop-
.

-mept office of-the system. To what extent Dr. Guines brings

Mr. Jackson into the flow of information, decision-making,
. r

. .

and planning-is not Irt,,clear. Cel-tAinly, as the Region I
,...,

tk

project is seen as delivering the Compdtency Based Curriculum.

to the schools, the 'need to coordinate the efforts of Ms. Joan

Brown, director of staffCleyelopment in Guines's office, with

the activities of the program in Region I under Mr. Jackson
4

i ncreases.
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2. Region I: The project, because oftits long history

and assodiation.with the cqmmunity board (which in turn

selected the Region Superintendent), is directly accountable

to the Regidnal Board and the superintendent. In a sense,

the board sees the projec as its own and understands its

workings'. Thus, Dan Jacks is accountable on an administra-

tive basis, day to day, to Regional Superintendent Pierce and

in policy issues, as is Pierce, to_the board. The nature of

this relationship and its perpetuity is as yet unknown. When

r*-1>IN
the Federal funds to pay Jackson and his immediate staff ate-

,-

gone, the project may lose' it ministration and thus likely

die for want of a head. If th dbool system absorbs the
'041v

positions,,as we suggett it does, likhen the final instituion-'

4
alization of the management of the REi e2cperiment will be

complete.

3. Region I schools: At the buildingvoievel, the Pro-
,

ject comes directly under the 'principal, as do all activi-

ties on the premises. The scheduling of "r lease time" so

4 that teachers can report to thb Friendship Educational Center
ti

for workshops and the setting up of labs for math instruction

and centers for reading improvement, their staffing (with

Resource and Peer Teachers) and their.availability for visiting

wo dps with Jackson's central stffr-all rest with the---
.

efforts of the principal. Our assumption is that once .the

centers/labs are,estab4shed and 4 routine for release time

k and visitations are established, the responsibilities of the

building principals will be minimal--though it is too early
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031 -

discussion shows, there are-many questions
, -

that remain to be answered in the'final institutionalization

of the inservice program:

1. Release-time Program

How often and with what regularity will Region I teach-

ers.revive inservice development? To some extent, re- educes=

Pion of professionals requires some connected,,constant, and

reinforcing learning. Should staff drop in for an occasion-
.

al couple hours, let's say once or twice per year, the
4

chances of stimulating real change in teaching behavior may

be small. If, however, teachers receive some on-going atten-

tion at Friendship, backed up with in-school help by Resource

Teachers in the labs and center, the possibilities of sustain-

,
ing changes in the teaching of reading and mathematics are

increased. AdditfOnal research is needed.

How can the Project be sure thatlall teachers get ser-

viced? The coordination problem, involving the schbduling

of SpeCialist Teachers (in music, art, physical education) to

relieve regular classrgem.teachers, the matching df teacher

with appripriate workshops, and the strain of a small number

of inservice trainers attempting to work with the Region's

many teachdrs are all major problems for the centralized

approach-to inservice education. The advantage, however, is

the presence in Region I of a full-time, committed office

which not only presents an approach, the Competency Based

41k
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Curridlum, bilta. means. for delivery of the message, the

Triendship Center workshops.
-f

. A

Ip -School Program.

Haw can one central staff under Jackson 'stimulate.the
-

.

creation of center, labs, and in-school staff *rig in 3b Region
r

I schools? 'As,v:fe -disCussed in the introduction to this chap-

ter, organizations tg d to continue in established routines

And change only under sgme pressure and the realization of

failure under current conditions. Jackson and taff

face the proble.MVof selling the project in 30 ols and

then servicing thosp schools with workshops. The need for

morestdf. at Friendship is obvious, thougLthe costs are

also evident,

.

How can staff in the Schools be held accountable to
,

distvitsupefvis If the buildng principal takes primary,

responsibility fox the gtaffing of the labs and centers,:see-

ing that Staff can and do use them (or perhaps delegating

the job tb high/junior high department chairpeople or read--
. %,

iri§/matii coordinators in the elementary schools), the Jackson

staff will be religeved of trying to be in 30 places at'once.
* 4

The Unit Task - Forces (comprised of the principal, parents,

students, and project staff like theigesource and Peer Teach-

ers) might assume responsibility for opening,equipping, and

,operating the centers /labs. At any rate, the problem of

accountability in so many locations is *ever-present.
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...!the strong ilicentive principals have to using the
6

_project, both On- and off-site, rests with the real absence

of- alternatives. There is little on-gqing, available staffk
development. Using the project relieves the problem for

asi they evaluate and attempt to improve their /k

staff. Hence, what began as an experiment, over ten years,

becomes an established resource to the schoolS, thotigh much

research on the effects on the new project arrangement needs

doing before can know the outcomes of the on-site/off-site

combined approach.

III. ADVICE TO THE CHANGE AGENT: AN ANALYTICAL SUMMARY

What has the analysis of the development of the Re-

sponse to Educational Needs Project taught us'about the pro-

cess of change: its difficulties, its techniques, and'its

future? A few things seem clear: first, no single change

strategy is appropriate; a flexible and adaptive one is

called for. SeCond, as the setting for change is altered,

the strategy of change agents must adjust. Third, the change

r agent, whether a particulak individual or a group of indi-

viduals working in a foundation, state or federal agency,

or leader within a given organization, must over time

.provide a stable and constant-relationship with those 'Dein,

asked to innovate.

But how does a change agent determine the right stra-

tegy? What practical advice is forthcoming from a case such
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as RENP? _Milbrey W. McLaughlin provides a good starting point,
, ,_

' as we have shown i this ostudy: -the innovation accommodates
s.

itself to the ro es, nOds, and structure of the. .host system.

Also, the system, changes to adapt itself.t8 the new program. .

;

And the outside agency (agencies) develop in the,precision of

demands placed o re' experi
4
mental,program as'contingent on

continued Federal funding and help.

Bp for the practitioner, the McLaughlin idea)s only

e K
a first tep. It requires 'further refinement-before advide

can be given with releirapce and clarity. Hende, we.maintain

4

that'at least two additional variables must be understood be-
,

fore the notion of "mutual adaptation" becomes usable. In

particular, (1) what leadership style is appropriate under

what cirealstances?. Ahd (2) what levels of the host organima-

tion should. be involved as the decision-making process unfolds?

'1. Adaptive Change Leadership

We know that the .techniques of leading a change process

must be case and time "spec-fic, that is, adaptive to the con-
,

ditions in the ganization -under 'consiSeration. Korman, in .

0
his discussion the Ohio State study of Initiating Struc-

ture and Consideration, explains:

What is needed . ; . in future concurrent (and pre-
dictive) studies is not just recognition of this
factor of "situational determinants" but, rather,
a systematic conceptualization of situatipnal vari-
ance as it might relate to leadership behavior.77

But how does one conceptualize the variation in change situa-
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From dependence to independence: One way of under-

standing the dimension of organizational readiness and

ability to change is to think:about the independence of the':.

system. mould it change without outside help? If. an' idea

fpr change Npre introduced or suggested, would the organi-'

zation be receptive and capable of implementing the innova-

tion without much help? If so, then the organizatioA is re-

latively "mature "78 and able to act independently. If not,

then the system is dependent upon initial assistance and-

enticement. In the case of the Anacostia project, theDis-

trict'of Columbia schools were seen--with some good reason--

to be "immature" and dependent in 1967. It was president

Johnson's (and other's) belief that without the infusion of

large sums of money and technical'hel the schools would

not improve.

But this dependent relationship- -both /financially and

technically--cannot continue forever. At some point, DCPS

must take over the responsibility for the operation of the
4

experiment-or it will not be a long-term change. Hepce; one .

way of conceptualizing the "situational variation" is 'along

a continuum from "dependent" to ;independent." Hersey and

Blancha"rd pit,this idea in termrof an "immaturity" to

"maturity" dimension. They conceive of these conditions in

terms of thelVillingnes's and ability of people to_ hange;

plus, Chris Argyris contends that "as people-mature-over
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move from a passive state to a'state of increasing

from dependency on others to relative indePend-'
I

enee . . .
n79

It appears both from the RENP data and from theoretical

considerations offered by Hersey and Blanchard, leaders for

change _an provide two major types of help: Technical /Sub-

stantive which Hersey-Blanchard call Task Behavior,.and

Interactional /Supportive, i.e., Relationship Behavior. 80
. The

former may be definedt,as those activities which specify

particular' patterns of activities for those receiving the

direction. They tend to focus on techniques, deployment

of resources, and orwiztional goals. The latter, lation-

ship Behavior, is concerned with the socio-emotional support

that a person may need, particularly when they are under the

strain of implementing a new program. The one type of

help is instrumental--having as its goal the completion of

the job, new competencies, new outcomes; the other .type is

more concerned with the feelings, the psychological life, and

the affective domain of the participants. Without "feeling

good" or "positive" about oneself and the role. is playing

in an experiment, the argumen goes, the participants will

not perform well. It is possible to place both these be-

haviors on a continuum, from High Ta k to Low Task orienta.l.

tion--from High Interrelational to It is also possible

for change agents to employ both types of behlvior simultan-

eously, raising the-opportunity to,build a four-cell con-

struct (see Figure 2).
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-The notion is that as the organizZtion being. changed

"matures," that is,'becomes more activated to'hIlp itself and

be independent, it requires differing-combinations of TeChni-%
cal and Inter-social support from the change'leadership. At

first,the change agent should be precise,, task-orieated,

and direct -- spelling out what the innovation can and could

be, what particular fundin ,

7(--
consultative help are available

and perhaps centrally, what the goals of the_criange a'ke to

be. Withoit this clarity and directness--this Task Behavior--

the organizational leadership cannot grasp what the outside

change agent wants or whether tie system can honestly get

into the process. (It's better to find out early than late

that the experiment is unacceptable.)

EFFECTIVE STYLES

High Task and i gh Relationship and

High Relati -onshi

Q 2 "selling

High Tas and

Low R- ationship

Q 1 telling"

Low ask "participa-

:Q_3 tiitj"

Low Task an

Low Relationsh

Q 4 "delegati

Leadership
Style

(High)(

Dependence

TASK BEHAVIOR

(Immatutrity)

(Lbw)

Independence

(Maturity)

FIGURE 2--A Situational Paradigm for Change Agent Style and
Organizational Maturity*

*Thi construct is an adaptation of the "Situational Leader-
ship Theory" of Hersey and Blanchard.
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It is,pao-early to worry about socio-emotional support, since

no relationship has yet been built and there is no agreeraent

to attempt a change (hence,t'to admit the changetagent) in

the first place. *Thus as shown in Quadrant 1 (Q 1), the

Task behavior is high and the Relational, low.

Second, once' the cordriaitment to engage in the change
A

process is forthcoming, 81 the leaders of the effort, both in-
(

side the system and from the intervening agency', work on the

innovating: planning and implementing it. Here both dimen-

sions are "high"--Task andRelationship Behaviors are appro-

priate. The change asent is, thus, both highly directive - -'

giving all the'advice and a&sistance possible--and sensitive.

,

,

to the needs of the actors andthe needs of the culture in

which theatrganization decision-makers work. "To press only

the Task Behavior is to appear dictatorial and insensitive

and to increase the likelihood of resistance and the chance

of failure. The strong-arm appoach was tried, for example,

by the U.S.SOffice of Educ4ion in the compliance case in

Chiago, when the city schools were found to be racially

segregated and the officials--without telling U.S. Commis-

siio`ner Frank Keppel--threatened to wi6draw millions of

dorrars of Fdderal aid from RichardJohn Daley's cityA

call to the White House, to:President Johnson, who owed his

election to Daley, slowed the intervention and stop the

"innovation" andled, it is believed, to the resignation of

Commissioner Keppel. No effort to understand the political

culture of the city was i? evidence Until it was too late.
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Third, as the organization becomes technically compe-
i

tent and able tO,handle the new innovation, the need for

high Task Behavior diminishes; the system is more "mature"

and the directive role of the change agents can be withdrawn,

though some psychological support is important to give the

new program leaders feedback and the assurance that they are

doing tke job well. Hersey and"Blanchard call the High Re-

lational/Low Behavior "style 3," and describe thaI,partici-
.

pants

. . now share in decision-making through two-way
communication and much facilitati behavior from
the leader since the /participants havethe abili-

0
ty and knowledge to do the task.87

.

.1"

Hence, the interaction between change agents and those involved

remains high but the nature of the relationship changes-from

one of substantive direction and help to more one of a part-
_

ner, a cooperator in the process,

$ Finally, quadrant 4 (Figure 2) shows-Law on both In-

teraction and Task, as the change agent helps the local lead-

ers to "run their own show" through "delegation." Help is-

available as needed; involvement in the change activities is

minimal--say quarterly or monthly or reporting on progress.

Should a problem arise, however, the change agents would be

available to help; bud regular Task and Relationship Beha-

vj1ors are low, in preparation for complete withdr5ATTaa.

The characteristics of the change agent-organizational

leader(s) interaction at each stage'are as follows: (1)When

the Task Behavior is high and the Relationship is low, Hersey
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and Blanchard call this style "telling"; (2) When both Task

and'Relational activities are high, they call it "selling";

(3) Then when Relationship.is high and the Task has declined,

the term "participating° is used; (4) finally, "delegating"

is-applied to the low involvement of the change staff in the

operation of the implemented program.

2. Adaptation "Down the Line"

- A second weakness of the McLaughlin approach is that

it fails to specify where in the organization the accommoda-

tion is taking 'piece. Since, by definition, "organization"

means levels of responsibility, ranging frOm "top" decision-
.

makers, through "middle" level supervisors, down te"primary"

service deliverers; we must assume that "mutual adaptation"

involves adjustment down the line.- Thus, as the planning

and implementation of chenge occurs, staff change their be-

havior throughout the system; otherwise, one might maintain

that true adaptation has not occurred.

The change agents, then,- are all those people who

share in the creation of a new organizational routine. The

process may begin with "outsiders," peoplefrom a Federal

agency, the Congress, the White House, who initiate the idea.

They in turn entice members of the host organization (the

school system, in this case) to try new techniques of inservice

education, school governance, student instruction, for example.

The supervisors of these activities ad t these new approaches,
1."---.....-
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directing and guiding the teachers _under them to use new

methods. Also, new staff may be hired to help: And the ac-

commodation trickles down (or laterally) in the organiza-a

tion, as each tier implements
_
its part of the new program.

Peter Lorange and Richard Vancil in their discussion

of strategic corpbrate planning and change believethet-the
. V

process actually goes,on in cycles and at varying levels

within the system." First, as shown in Figure 3, the'top

decision - makers state, their educational objectives in light
tv

of the new program idea; they then request a plan, much as

Superintendent Manning in 1968 requested that the community

planning task forces evolve a set of programs for Anacostia.

The locus of activity, as shown in Figure 3, shifts down a

level as intermediate leaders define the goals of their
.

,./-

school programs Arid fixfa price tag to achieve the goals;
... u

j_lajtENP.plarining, the task, forces and Ad Hoc Planning Council

generate proposals for early childhood, adult, and school-age

programs at a cost of $25 million.

The process then returns to the upper ranksi for ap-

proval and refinement; then the broad goals becoffie specific

objectives and strategies. Again, so the cycle goes, the

locus moves back down to the middle ranks and finally into

the schools theinselves where,,,in the case of RE10,-new staff --

are identified and programs are outlined. It becomes clear,

looking at the Vancil-Lorange model, that often in the early

days of the Anacostia project, the cycles were not completed:

.

That is, de top, middle, and lower ranks were not always in
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contact and the floW of information and accountability was

not maintained. Thus, the Vancil-Ldrange process presents

:ad-idealized-schema to which the Anacostia,effort can be com-

Apared.

In the next section, we take the development of Ana-

costia Community School Project/Response to Educational Needs-
_

1.--°'.Protect and summarize its deCelopment in terms of the mode s

just presented. -

4,: r

The "Situationalhangetlient" Model and RENPDevelopment

If we apply the adopted Hersey-Blanchard paradigm to the

ten -year. history of/REN15,.we find sone interesting results and

some basis for making practical suggeellpns:

A. The Planning/Adopting Period: The model as adapted

for change agent actions suggests that. the U.S., Office of

Education should intervene in the D.C. public school system

in a certain manner: that it should begin by "telling" the,

system what it wants, what goals it holds -dear, what technical

help, it can offer, and what funds are available. These.daea

would allow the leaders in the systet, in the community, and

in the Anacostia schools. themselves to determine what they

need and to what extent they will begin behaving as the change

agents suggest: Thus, Task-Orientation is high and Interac-

tional is low.

In particular, there shOdld be specificity of goals,

limits of funding and perso nal resources, and constant,. f,

' stable relationship such that the planting and adopion of
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the program can occur. This planning involves four areas of

,...,,doncern., each separate 1.it interrelated wifh the other:

1. Program Planning: The change agents should help

the local leadership to determine what kind of program it

wants, either by introducing ad,new idea or technology and

having the locals. respond or by working alongside the locals

to help them decide. Again specificity is vital. What will

be the goals of the program? Its scope? Who will it reach?

How will one know that an innovation is successful (evaluative

criteria)? Now long will it take to set it up and get it go-
_

ing? What new materials and facilities will be' nbeded? All

these questions and others must be answered before the Task

Behavior can end.

2. Personnel Planning: Based on the definition and

function of the program, the staff must be considered. If

possible, these staff should be placed in standard slots in

the system or new, approved, and if possible certified/licensed

and tenurable *positions must be created. Where should these

pe onnel be hired from? the commuhity, the district, outside

the strict? Whaf'precise function will they fulPill? 'Will

therowle time limits set and understood on length of employ-

ment or will they be considered-permanent? Task-Behayior. on

the part of the changp agents Can do much to facilitate the

identification of new jobs, the writing of job descriptiops
a

and the phasing of hiring (and if necessary, the removal of

staff, once the jobs done).

'153
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3.1Governance Planning: Since some new programs lire

Anacostia have as a basic goal the "sharing" of political con-

trol over'the innovation itself, the-delimitation of loci of

decision-making and scope of authority is central to the plan-,

..ning of change. What governing procedure is to be established?

What "chanpels" do decisions go through? Who has first, inter-

mediate, and final authority? Is there a mechanism for-demo-

,V1 cratic control? What redress or appeal procedures are built

in? These, and ether questions concerning the governing of

the new program, are important considerations in the planping

process.

4. Financial Planning: Introducing a new program re-

quires the allocation of funds; if the dollars extern-

ally supplied and are earmarked for the purpose of the program,
-

the need to manage and accodnt for the money is vital. Thus,

knot only must the funding be dispersed in a way supportive

of the ends of the program, it must also be accounted for

and monitored. Obviously, one of the primary jobs of the

decision-makers in the creation of a new program iSIthe

budgeting of funds to makethe.goali of the program possible.

But,"_...h-ow much should be spent on staff--permanent versus

tempbrarY? How much should be used for "systea overhead"

and bwo much should.be used to4ire new$staff? What.part

of the overall fun g should be set aside for evaluation/

dissemination? Wha if Federal funds (or other outside fuilds .

if an external change agent is involved) are-delayed or cut

.off? Is there' sufficient commitment- -plus other funding
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sources--that can be'tapped?

In all four of these planning areasprogramming, per-

sonnel, governance,-and budgeting--the outside change agent

can contribute valtiable knowledge either directly or through'

consultants. The goal o is first stage, again, is to pro-
:

vide basic data for an' intelligent, informed decision on the

part of system leadership* to attempt a change. 418igh Task
111P

Behavior seems central, while the need for initial socio-
-.

emotional support can wait till the system has evaluated the

facts and figures thoroughly.

With the Anacostia experiment, a number of 'factors

limited to ability, of decision-makers to gather .sufficient

information to make-an informed decision on what to change.

The sy3tem was not pieSented with an innovation per se; rather

it received the "spirit" of change, including ideas on com-

munity involvement, help for the pre-schoolei, the meshing

of school and the business community) and other parts of a

compendium on recent school improvements. It was not that

the change agents withheld information. No, theSthange

agents after the initial 45eriod of scribbler and expert ac-

tivity, believed 'tliat the district should plan its own model

. program; the DCPS in turn brought in the constituencies, con-

sultants, and started a process of change. 'Once Summer Work-

shops (1967) were set in motion, a barrage of recommendations

came forth at a cost of some $25 million. Thus, while' the

system needed more-Task Behavior from the change agents in

the U.S. Office of-Education, they received instead an ,open-

1 5 5
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ended planning system ("catered" workshops by General Learn-.

ing Corporation) and few limitations. What could the U.S.

Office handle and what would the Congress fund? How precise

can'gbals be when the funds for the project were 5ot eveji yet-

allocated? Sinee no program was generated, other than a

notion of community participation and community aides in

classrooms, it was hard to set personnel standards and de-

. scriptions. Most importantly, it was hard to see how the pro-

gram goals and those of the Distrcit came together. Without

congruence, would the system support the project in the long

run?

It appears that despitp.the confusion of earliest

Anacostia efforts, the program was given some shape and se-
.

cured funding over a ten-year period. The school system

needed the funds; the top decision- makers, in the board

and the superintendent's office were in no position to re-

fuse them, espeeially stilts-much of the money would go to

hire nonprofessional members of the selected site of the

program and would satisfy in part th4='desire of local poor

folks to be part of school decision-making and programs.

B. The Implementing ,Period: Durkz7 initial implementa-
.

tion, the need for all kinds of help from change agents is

obvious. All the newness of staff, procedures, program,

funding, organizational structuring and governance places

a strain ob the participants; they require botka high level

ri-ask and Relationship support. The elements of this hej.p
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include, on the Task dimension:

1. Constant introduction of new ideas, methods, approach-

es, as the participants wrestle with the logistics of new

programs. in the case of Anacostia project, the U.S. Office

hired outside groups to assist;'they also worked closely with

the program - -at least initially. After 1969, however,'it ap-

peared that technical assistance was slow in coming, such

that between 1969 and 1975, the program .seemed to run into

serious troub16. Project-Directors came and went; the ac-

countability for funding was lax and some $119,000 was not

accounted for; the in-school program had ceased to make pro-

gress; and the over all morale low.

2. Constant need for feedback and interim evaluation.

Part of both Task and Interrelational behavior is the means

to communicate--between those directly involved in opetating

the innovation and those charged with helping it. This channel. -

was only partly open during 5-year hiatus. In theatimS.

Office, the role of project liaison with the Anacostia Com-

munity School Project was at times vacant, at other times ap-

parently of little importance. Thus, the link between th

'top of-the change agent system and the program died not p

mote the vital process of support and adaptation so impo

ant if the project is to improve. No regular repofking

mechamisms-- quarterly and monthly reports--were in evidence.

Thus, the change gents had no way of regularly assessing
, -

progress; the participants hdd no sense that anyone cared-
__
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and was available fo help. It was not until the administra-

tion of Project Director Dan Jackson that the 11 regular and

the one firyl reports were generate°.

On the Relationship dimension, the elements-of help

are:

3: Constant emotional and social support. With'irregu-
.

lar involvement from top officials at USOE,and the DCPS, the

project members at times must have. felt'all alone. Then,
8

at the time of refuding, the Federal and schOol system leader-

ship would suddenly rediscover the program and make demands.

When funding is linked to performance--without constant'Re-

lationship Behavior, the interaction becomes a veiled threat,
_

perverting the real purposes of this form of change agent

behavior ("eitlifr you shape up now or we'll.cut off your

money," is the nature of the interaction).

It was riot until Binswanger made the decision to-'cut

off funding in October 1971 that the project was called to

A'
task and the process of re, -assessing and replanning occurred.

Tile Response to Educational Needs Project was then created

within the new agendY, the National Institute of Education.

The change agent procedures started .over, with high Task Be-.

havior (see Figure 2) as NIE pressured the.school.system to

sh4peup and the Congress pressured N/E to continue and im-

prove RENP.

Specific-Task Behavior led to the delineation of the

.
new (o d) project, including clearer specification of goals

(to Stu ent reading and math improvement; community involve-,
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ment, and staff inservice), precise program design, account-

ability procedures--all laid out through mutual adaptation in

. ,
the 62 grant terms and condition (February 1934). Then, with

the help of the'VIE staff, outside consultants, and DCPS,.the

program entered 'a phase of high Task and high Relationship

behavior. Limits in terms of ncontingenciesnwere placed on

the program: If you reach certain milestones, additional

dollars will be forthcoming. The Phase 1 period, including

Much of 1975, is devoted to intense planning; Phase 2, 1976,

was set aside-for implementation, with the understanding that

if the program was in place, the funding period would go

through school year 1977. This form Of Task Behavior set the

boundaries
A
of outside involvement and established criteria

for approval, evaluation, and further action. Based on these

structures, the outside change agents could then work close-

ly in supporting (Relational Behavior) the efforts of ,school

personnel.

The Relationship help came in 1976-1977 through .a

number"of interactions. The NIE project officer, George

Sealy, a black man and formeAr New York City school principal,

made regular visits-to the school labs and.centers. His pur-
1

pose at first was primarily to providp both Task And emotional

support. But as the project got into fula swing,.hA visits
A.,

became more of a Relationship-building and maintaining nature.

Similarly, relationship to the Anecostia4community.
6

board (Region 1), Mr. Sealy would attend the board meetings,

not because he had any.authority or even that he made many
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substantive contributions to its deliberations and decision-

making, but rather as a sign to the community and the board

that the government supported their efforts at self-deter-

mination. And in" the last year, prior to the incorporation

of elements of RENP into the system, Mr. "Sealy's interac-

tionsiron both Task and Relationship--were fow, the fourth

phase in the "Situational Change Agent" model. There was

less need, though interaction was maintained: Regular

Quarterly Reports were published Mr. Jackson and his

staff--a means of informing the outside world of the progress

of the program and the chance for sy-stematic feedback on
'Mk

problems from NIE but the hierarchy -in the school system

as well. Finally, in 1978, all outside involvement will

cease. The role of change agent will no longer be a formal

one; NIE 'Will no longer be directly concerned with'inservice

training and com imunity involvement under the Response to

Educational Needs Project. Hence, the cycle'of interven-

tion and withdrawal will -have been completed after some ten

.years.

4/ -

C. The Incorporation Period: What may endure? The

Region I Board of Education, certainly. It is a formalized

part of school govtnance in the nation's capital. It has

power to recommend on key staff positions in Anacostia; its

word has almost final authority, as the central D.C. Board

has never yet turned down a candidate whom the Region I-body.,

recommend. Over the state of schools in the community, the
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board (and their local school board counterparts) has the

power to discuss, recommend, and perhaps most importantly,

to publicize any difficiencies in plant, -.staff, or program.

Minutes from these meetings indicate an intense interest in

the quality of life, the safety of Children, and the function-

ing of the programs.

The inservice component is less clear. It ft oue be-

lief that under Dan Jackson; the training of teachei in their

schools and atithe Friendship Education Center will survive.

The school system has.a training approach, the Competency

Based Cuiricuium, but it has no delivery system to equal the

/work of Mr. Jackson and his staff. Principals and depart=

ment chairpeople are'showing.renewed interest in this form
_t.

of inservice--a place to send their staff and a meth0.4. for

their training. Major scheduling and logistical difficul- .

ties have been overcome, allow teachers at least a few times

per month to visit Friendship and on a more regufgr basis

to use the Math Labs and Reading Centers, in those schools

with these facilities in place.

Questions, still remain:

1. Will there be funds next year to pay Dan Jackson and his

staff next year?*

Based on his performance and competency,/ we believe so.

But budgets are budgets and the answer cannot be taken

for granted:
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2. Will the Math Labs and Reading Centers be established in all

.schools in Anacostia and perhaps throughout the city?

The problem of coordinating and motivatingSdhool

principals remains. Help from central office and con-
,

.stant prodding from Jackson might make these facilities

available) Without them, it may be hard'to maintain in-

service education. A place to work is vital.

3. With all teachers' receive' sufficient training to mpke a

difference?

This is the major question. 0 ly longitudinal research'

on the activities and outcomes of teachers in classrooms

will tell, thol)gh a utilization rate should show who,

lowhere, and how often teachers come in contact with.in-

service staff and what they are exposed

, Some Rules for Change Agents

Using ate notion of "mutual adaptation" an the -Situ-

ational Change Agent" approach, we can make a fewr-specific

suggestions for those so bold as to attempt to change scholols.

We mention "mutual accommodation" here because we realize

that any new idea is going to be mediated.by local condi-

tions--or likely to be rejected outright. We advocate a

situational approach because the type of intervention must
.4-

be geared to the condition of the participants, varying from

highly dependent on outside help to state called "immaturity"

but Hersey and Blanchard) to highly independent and able to
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carry on a change without continued involvement.

The advice to change agents is presented in a two-column

format for easy reference:

SUGGESTIONS FOR CHANGE AGENT ACTIONS:

CATEGORIZED BY STAGES AND BY TYPES-OF BEHAVIOR .

I. PLANNING: Defining the Progxam

Task Behavior
(high)

1. Specify goals of new
program--or a;:rleast its
general tonerand allow
local planners to take
over.

Relationship Behavior
(low)

1. Provide little but suftici-*
ent support to allow the in-
novation to be presented and
understood

2. Allow organization to re- 2.

act and modify it; top
level approval is vital.

Maintain a stable relation-
ship with planning partici-
pants.

3. 'Insist before planning is Be flexible in adapting pro-
over on clarity and speci- gram goals to local needs
ficity. and "culture."

4. Present extent of help to
be available; lay out
funds and expertise.

.,14Determine and work with
the likely constituency of
prograll: the process for
ratification; and relies
for its operation.

41/
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. II. IMPLEMENTING: Activating-the Program

Task. Behavior
-(high)

1. Provide for technical
assistance in:-7---x

.
1

. -"..,

t-*--opera.tionali2ing prb\ 2

gram goals and objec-,
tives; ---.,

'155

Relationship Behavior-
(high)

. ,
* xVitetC,

Interact regularly w ith staff
and leaders.

. Listen and be einpathdtic about
proble.ms.

3. Reassure leaderi .that problems
may,not be unique or insur-
mountable.

--hiring and training
k staff; 4,

,,-1
-- developing matriM2ci;

2. Cdhtrol the funding, so
that money i available
when naeded.

4., Be avai

5. Provide
4help and

3. Use funding as a way of
accountability.'--

r

e when needed.

table center for
ntrol.

:4

Task Behavior
(low)

.-14*
.4, End heavy teoghical

.

help as prbjectneeds
less assistan4a.

5.
-aid react to particu-
lar problems.

Relationship Behavior
(high)

6. Continue socio-emotional sup--
port as mentioned in 1 to 5
above.

34§4c Behavior
(low)

1.,Provl some funds and
help, to aid the ip-
corpor'Ation of program
into the system.

onship Behavior

1. Continue seeing staff on a
regular but infrequent basis.
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2. Trouble-shoot.

3. Disseminate "fcndings"
from program to other.
sdhools4in the system
and_elsewhere.

a

, 156

2: Reassure the school system
.

leaders that aspects of the
innovation are worth continu-
ing and expanding.

Act as a' possible mediator be-
tween institutionalized pro-
gram and its school system.

4. Support continued 4. Support notions of renewal:
toring and'eyaluatIon--if improving the innovation or
useful. possibly introducing new.,

ideas--thus, starting t=he
change cycAagain.

\t

.

Practical Suggest' s for the Future:of the Project

What might we as outside researchers suggest_as tá the

continuation of-the program, as it

alized?

currently institution-

.1. To the District o Columbia Public Schools, we urgeuS
that supervisors of the project be maintained. `Over'a 'en-

year period the process of inservice education, now divided

it between off-site training at the Wendship Edbcational

Center and the in-school labs and centers, has been refined

and fits nicely into the chain of command and needs of the

school sys.em. The superintendent and principals of Region

schools now have a resource that'they.have never had before:

a place to send staff for the improvement of performance,

teach e r trainers who can instruct staff.n the use of the

petency Based Curriculum, 'and materials in and out of school

that acre specifically designed for this mission. Without If

t.
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sppervisors and coordinators in Dan Jackikpn's office, however,

the process would flounder for want of -direction. Thus the

DCPS should pick up the $140,000 of Federal funding to main-

tainthe office.

Now that the training aloZeris tried and true, it

should be implemented throughout the schttol system:: Other

regions shoul4 share in the expertise of the Anacostia approach.

That is, both the "community involvement" approach inherent in

the Region I elected school board, and-the "staff development"

approach, as discussed abov have great potential for making

the school system more responsive to the needs of the "communi-

ty" and the teachers alike.

2. To tt Congress, Wflite House, and DREW, we urge that

similar models be tried in other cities. With the firm guid-

ance that RENP rec61-ved between 1975 and 1977 and-with speci-

fictgoals and proposals called for, we believe that the

now exists sufficient change agent skill to implement the

RENP approach with much less confusion and agony. It Would

tie a shame to discard this body of knowledge.

3. To both the school system and the outside change

agents, we urge the continuation of the study of organization-_

al change. The research base and conceptual models (which

assisted us in this-study) can and should be applied and

augmented in other settings. Only the can change agentry

be refine and improved.

-END-

)
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